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Summary
This study provides an analysis of lean management procedures within Irish motor
retailers from the perspective of senior managers working in franchised Audi and
Volkswagen dealerships. Richardson (2007) suggests the danger for some
organisations operating in good economic conditions is the ability of poor
performers to earn healthy profits through little effort, thereby creating a lack of
urgency to improve processes within the business. This may be applicable to
motor dealerships in Ireland since the advent of the “Celtic Tiger”. Advocates of
lean management contend the implementation of lean techniques can increase
efficiency within an organisation and create a sustainable competitive advantage.

The implementation and effects of lean management within the Irish motor industry
is a relatively unexplored area. The particular focus of this study is on the
perceptions of senior managers within

Irish

motor dealerships who have

implemented lean management in relation to its significance to increasing quality
standards, performance and customer satisfaction levels. Additionally, the views of
senior management within dealerships who are aware of lean management but
have not embarked on its implementation are also included. Eleven interviews
were conducted in total, seven of which were with senior managers representing
dealerships who

have

implemented

lean

management

techniques.

Three

interviews represent the views of managers within dealerships who have not
implemented lean, while one interview gains an insight into the impact of lean
management within the dealerships from the perspective of the distributor.

Overall, the study shows that where lean management has been implemented it
has had a positive influence. Additionally, the study reveals that when a thorough
understanding and commitment to lean is present there are many benefits for an
organisation and its people. Finally, in agreement with many advocates of lean
management the study suggests that lean is a long term project which requires
commitment and patience.

IX

Chapter 1

INTRODUCTION
1.1

Introduction

This research study examines the impact of lean management on Irish motor
retailers within the Audi and Volkswagen dealer network. The perspective being
explored is that of franchised dealerships who have embarked on implementing
lean management techniques. While much literature has been written in relation
to lean management within the context of automobile manufacturing processes,
the literature available of lean management pertaining to the motor retailer is
quite limited. Moreover, literature specifically pertaining to lean management in
context of Irish motor dealerships is practically non-existent.

This chapter provides an overview of the research study. First, the background to
lean management is outlined. Second, the relevance of lean management to the
Irish motor dealership is discussed. Third, the origins and development of lean
management in Irish Volkswagen and Audi motor dealerships is outlined. Finally,
the research focus of the current study is outlined.

1.2

Background to Lean Management

Lean management evolved from philosophies such as Just-In-Time, Total Quality
Management and World Class Manufacturing. From a business perspective the
term “lean” is used to describe a philosophy of management which involves a set
of tools and techniques used to optimise time, assets and productivity, while
improving quality of products and services for customers (Becker, 1992). Todd
(1995) suggests the term “lean production” was coined by John Krafcik to clarify
what the concepts of JIT and TQM did, and did not stand for. Furthermore, the

term “lean” was used because the concept uses less of everything as compared
to mass production techniques (Womack et al., 1990).

Lean production is derived from the Toyota production system devised in the
1950s by Taiichi Ohno to eliminate waste within the organisation. The emphasis
primarily was to eliminate forms of waste associated with unnecessary stocking
of products and time spent rectifying defective products.

Lean production

developed over the years to provide a competitive advantage for Toyota having
an ability to produce higher quality cars, in less worker hours, with fewer defects
than competing car manufacturers (Davis Media, 2006; The Economist, 1996).

The concepts of lean have evolved from lean production to “lean thinking” and
spread from automobile manufacturing into many other industries, including
service industries. Coote and Gould, (2006) suggest that the term lean means
different things to different people. Furthermore, while some people associate
lean solely with lowering costs and improving efficiency, it should also involve the
effective delivery of value to customers.

The concept of “lean consumption” is attributed to Womack and Jones (2005),
who contend that there are six principles which define value from the perspective
of today’s customers:
Solve my problem completely
Do not waste my time
Provide exactly what I want
Deliver value where I want it
Deliver value when I want it
Reduce the number of decisions I must make to solve my problems
(Coote and Gould, 2006, p.31)

Jones and Mitchell (2006), contend that the implementation of lean principles
within an organisation provides four significant forms of benefit. First, lean

increases productivity within the organisation because the same workers can
achieve more output using existing resource levels within an organisation.
Second, the delivery of work is improved through increased standards of work
being completed in less time. Third, the number of mistakes is reduced,
therefore, significantly improving quality standards within the organisation.
Finally, increased satisfaction levels create a stable workforce with better morale,
which in-turn creates increased momentum for a culture of continuous
improvement.

Additionally, Jones and Mitchell (2006) suggest it is important to recognise that
lean is based on respect for people and communities. The essence of lean is
about increasing output with existing resources rather than reducing staff
numbers.

This study will investigate the concepts of lean management relevant to the Irish
motor dealership and analyse the effectiveness of lean to those dealerships who
have implemented elements of lean management.

1.3

Relevance

of

Lean

Management

within

Irish

Motor

Dealerships
This section provides an insight into some of the common difficulties encountered
by franchised motor Audi and Volkswagen dealerships within Ireland. First, the
implications of the European Commission regulation 1400/2002 on the European
motor sector will be outlined. Next the constraints applicable to franchised motor
dealerships will be discussed, and finally, the influence of vehicle quality and
extended service intervals on after-sales activities will be outlined.

O’Brien (2006), whilst speaking at the Society of Irish Motor Industry (SIMI)
annual dealer conference, outlined findings of a survey comprising in excess of
70 Irish motor dealerships carried out by consultants Grant Thornton which

indicates that the average return on investment in Irish motor dealerships was
just four percent while dealer profit before tax comprised 0.8% of sales. This
concurs with a London economics report which states in 2004 throughout Europe
motor dealerships had profit margins of in the region of one percent.
Furthermore, O’Brien contends that the “shrewd” investor seeks a return on
investment in the region of eight to twenty percent per annum depending on the
level of risk involved, thereby currently making motor dealerships less attractive
for investment.

1.3.1

Commission Regulation (EC) No. 1400/2002

In an effort to prohibit restrictive practices within the European motor sector, the
European Commission’s motor vehicle distribution Block Exemption Regulation
1400/2002 came into force on 1^^ October 2002. This new regulation is
concerned with changing the operation of vertical agreements within the
European motor sector. Vertical agreements exist within the motor sector due to
the production and distribution chain involving the manufacturer, distributor and
retailer each operating at a different level. Prior to the regulation in 2002, the
motor vehicle sector qualified for special exemption from the normal prohibition of
vertical agreements. The regulation applies to vertical agreements pertaining to
all elements of the motor industry, from the supply of new vehicles and spare
parts to after-sales activities including maintenance and repair of motor vehicles.
Furthermore, the regulation applies to products ranging from cars and light
commercial vehicles to buses and heavy goods vehicles (Europe, 2003).

The intention of the new regulation was to increase competition and flexibility
within the European motor sector. Furthermore, since 1^^ October 2005 location
clauses within contracts between car manufacturers and dealers no longer
benefit from block exemption rules which had previously applied. The “period of
grace” between October 2002 and 2005 allowed time for manufacturers and
dealers to adapt for the pending implications of the “location clause”. In effect the

new block exemption regulation means that dealerships can establish new
outlets wherever a business opportunity is identified, including across borders
within the ED. The creation of multi-brand dealerships is also encouraged, with
the overall objective of providing increased competition between dealers and
increased choice for European consumers (Europe Press Releases, 2003 and
2005).

With regard to after-sales activities, the new regulation creates provision for
dedicated after-sales centres who are not obliged to become involved as sales
outlets. Consequently, manufacturers must provide dealers with separate
contracts for sales and after-sales operations. This is intended to increase the
number of after-sales outlets and generate more competition. Furthermore, the
regulation enables franchised dealers to offer a choice to customers between
original spare parts and spare parts of similar quality to the original. Finally, and
possibly most importantly from the perspective of the franchised dealer, the
regulation is intended to enable independent workshops obtain access to
increased levels of manufacturers technical data across the brands, thereby
further increasing direct competition with franchised after-sales dealerships
(Europe press releases, 2003 and 2005; Monti, 2002).

Competition Commissioner Kroes (2006) in a speech to the European Council for
Motor Trades and Repairs (CECRA) suggests that since the introduction of the
new Block Exemption rules in October 2002 dealer margins have fallen to such
an extent that many franchised car dealerships within Ireland and throughout
Europe, are fortunate if they maintain margins of one percent on new car sales.
The significant investment required in new showrooms and premises along with
stricter requirements from manufacturers to retain franchises in an ever
increasing competitive market is central to the difficulties experienced by
dealerships. In relation to after-sales, the objective of the new Block Exemption
rules was to increase competition by allowing independent vehicle repairers to
become authorised service outlets. This prompted manufacturers to increase the

standards required for becoming an authorised service outlet, thus further
increasing investment costs to the dealerships (Kroes, 2006).

1.3.2 Common Constraints on Irish Franchised Motor Dealerships

O’Brien outlines some of the pressures which franchised motor dealerships are
subjected to, including:
•

Lower profits despite increased new car sales

•

Tougher sales targets in order to obtain rebates

•

Lower margins on overall car sales leading to increased dependency on
after-sales activities

•

Tighter manufacturers standards for facilities within the dealership

•

Increased staff training, administration and operating costs

•

Higher levels of used car stocks, exerting pressure on prices and margins

•

Tighter cash flows

(O’Brien, 2006)

In order to address these issues O’Brien (2006) contends that a proactive
approach is required by Irish motor dealerships to increase profitability. He
suggests that the use of independent advice may be beneficial to identify
opportunities for improvement within the business. Furthermore, some of the
areas which provide opportunities need to be investigated such as ways of
ensuring existing facilities are used to their maximum potential. This involves
increasing efficiencies throughout the business, cutting costs where possible
without hindering performance levels and re-focusing the organisation where
necessary (O’Brien, 2006).

As mentioned earlier, the introduction of the new Block Exemption regulation in
2002 increased the competitive nature within the motor industry throughout
Europe. Within the Irish Audi and Volkswagen dealer network, as with most
franchises, there have been significant changes as a consequence. As outlined
earlier, dealer margins are being “squeezed” and there is an increased

dependence on after-sales activities which, in-turn is under increased pressure.
A number of factors are contributing to this pressure: First, the considerable
investment, both in money and time, required to ensure the premises, facilities,
processes, equipment and tooling of the dealership conform to the increased
standards set down by the manufacturer. This contributes to increased
overheads which are generally passed on to the customer through increased
prices. The consequence of increased prices has a negative effect on the
competitiveness of the dealership (Dixon, 2006).

Second, because the new Block Exemption regulation allows for a separation of
the contracts between sales and after-sales activities, it provides opportunities for
the creation of new franchised after-sales dealerships which further increase
competition. This has been evidenced within the Audi and Volkswagen dealer
network where a number of new dealerships dedicated to after-sales have been
established in recent years with the probability of more in future.

There are currently some 27 recognised Audi dealerships in Ireland, most of
which are combined sales and after-sales dealerships while some are dedicated
after-sales centres for Audi but also form part of the Volkswagen dealer network.
Similarly, there are in excess of 40 combined sales and after-sales dealers within
the Volkswagen network with a number of additional dealers dedicated to after
sales activities. In a directive from the manufacturer, there are some dealerships
limited to the time remaining on their current contract, which will then not be
renewed. Other dealers have decided not to renew their contract for various
reasons but primarily due to the costs associated with reaching and maintaining
the necessary standards. The increased level of transition and uncertainty within
a dealer network generally renowned within the Irish motor industry for its
stability and long tradition bears testament to the increased difficulties facing
motor dealerships. For these reasons the ability to sustain a competitive edge
may be central to the survival of individual dealerships, thereby necessitating the
implementation of lean management. Furthermore, the current distributor and

dealer framework is also in transition with the manufacturer due to become
directly involved with the distribution of Audi and Volkswagen vehicles in Ireland
from July 2006 and the phasing out of the current distributor organisation by
October 2008.

1.3.3 Effect of Vehicle Brand Quality on Franchised Motor Dealerships

Other factors having a direct influence on the level of after-sales activity within
dealerships is the increased reliability of motor vehicles along with the
introduction of extended service intervals by manufacturers. This has resulted in
an ongoing decline in the quantity of repair work available to dealerships (Dixon,
2006). Furthermore, it is generally recognised that once a motor vehicle reaches
the end of its manufacturer warranty period, customers are less concerned with
returning to the franchised dealership to have service and repair work carried out
on the vehicle. This also contributes to a decline in work available for the
dealerships. These factors are increasing the level of competition between motor
dealerships for the declining quantity of work available. Womack (2006) contends
that the quality of cars has improved and consequently, will no longer be the
differentiator that generates repeat business. He suggests that in future,
customer service will provide the only real differentiator from the customer
perspective, (in Chappell, 2006).

As will

be demonstrated throughout this study,

the objectives of lean

management are to increase performance levels and efficiency levels of assets
within an organisation. Womack (2006) suggests, unless lean becomes the
industry standard, the industry will be divided into two distinct divisions - those
who embrace lean and consequently become competitive and those who do not
(in Chappell, 2006).
It follows that lean management can provide assistance to dealerships who find
themselves constrained by the difficulties mentioned earlier. This can be
achieved through increasing return on investment and profit margins, along with

creating a sustainable competitive advantage for the dealership to ensure its long
term viability in an ever more competitive environment. In this context lean
management techniques may, in future, prove to be an essential survival tool
through increasing both the quantity and quality of work throughput while at the
same time reducing costs within the motor retailer.

1.4

Background to Lean Management in Irish Volkswagen and

Audi Dealerships
For the purpose of this study an analysis of Volkswagen and Audi dealerships in
Ireland is undertaken as there has been an organised effort by the Irish importer
and distributor of these brands to encourage the implementation of lean
management within the dealer network.

Managers within the distributor

organisation were introduced to the concept of lean management whilst
organising a management training course delivered by the Irish Management
Institute (IMI) intended for dealer principals within the Audi and Volkswagen
dealer network. Consequently, the distributor invited leading advocates of lean
management practices to make presentations to the dealer conference outlining
the benefits of lean management at retailer level. From this introduction a
number of dealers committed themselves to implementing lean management and
consultants were hired to provide the necessary guidance.

The consultants established work groups and carried out analysis of dealers as
part of the training to highlight how lean could be implemented. Individual dealers
were then assigned elements of lean to introduce within their organisation, the
progress of which was monitored by the consultants. After-sales was established
within the dealerships as the area requiring the initial focus for the introduction of
lean management techniques.

As stated earlier, this study is concerned with analysing the impact that lean
management has had on the motor dealers who undertook its implementation.

First, the research will establish why the dealers concerned became involved
with the implementation of lean management, who initiated the programme, and
who within the dealership is responsible for its implementation. The attitudes of
staff and organisational culture towards lean management along with some of the
techniques used to implement lean management will be assessed from the
perspective of senior management within the dealerships. The effects of lean
within the dealerships in relation to performance levels, quality standards and
customer satisfaction levels will also be established. Furthermore, the study will
establish the reasons why other dealers have not adopted lean management
principles.

Currently seven organisations within the Irish Audi and Volkswagen dealer
network are involved with lean management. These represent three separate
groups of dealers who became involved with the “lean project” at different stages
since its introduction in 2004. One further dealership was involved at the initial
stages, however, it is now under new management and the lean project has been
discontinued. Furthermore, the staff who were directly involved with the
implementation of lean management have since left the organisation therefore,
eliminating the possibility of gaining an insight as to the effects of lean
management within the dealership.

1.5

Research Focus of the Study

This study is exploratory as there is little extant research specifically pertaining to
the issue of lean management within Irish motor dealerships. This study focuses
on the perceptions of dealer principals and senior management in relation to the
implementation of lean management within the dealerships. A semi-structured
interview approach was adopted to conduct the interviews with the representative
from each dealership. An interview guide was developed for the author to ensure
the salient points pertaining to the areas outlined in section 1.3 were established
during the interviews. This ensured that the interviews covered the same main
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questions, while allowing respondents to raise issues relevant to the topics being
discussed. Additionally, an overview of the effectiveness of lean management
from the perspective of the distributor was established during an interview with a
representative from the distributor organisation who was directly involved in the
“rollout” of lean management within the dealerships.

1.6 Summary
This chapter has set out the background to the study. The concept of lean
management has been introduced. The relevance of lean management within the
Irish motor industry has been discussed followed by an outline of the background
to the introduction of lean management in the Volkswagen and Audi dealerships
in Ireland. Finally, the focus of the study was outlined.

Chapter two comprises the literature review pertaining to lean management, its
origins and development from the concepts of Just in Time (JIT), Total Quality
Management

and

World

Class

Manufacturing.

The

transition

of

lean

management from manufacturing industries to service industries and the concept
of lean consumption are outlined.

Chapter three provides an outline of the research methodology adopted for this
study. The research methodologies chosen for this study are described in detail
and the steps associated with conducting the qualitative analysis are described.

Chapter four provides the main findings from the research. The field research
based on data obtained from the interviews conducted with the eight dealer
principals, two after-sales managers and one distributor representative is detailed
and discussed.
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Chapter five, the concluding chapter, reviews the main findings and contributions
of the current study. Further research recommendations, to build on the findings
of this study, are also outlined.
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Chapter 2

LITERATURE REVIEW

2.1

Introduction

The concept of lean production which provided the basis from which lean
management has evolved can be attributed to Taiichi Ohno of the Toyota Motor
Company during the 1950s. Lean production evolved from a number of concepts
such

as

Just-In-Time,

Total

Quality

Managemient

and

World

Class

Manufacturing. In this study the salient points of these production techniques will
be examined and their relevance to the motor industry determined. While most of
these techniques have been implemented by car manufacturers at factory
production level the emphasis of this study will be to assess how the motor trade
in Ireland at the retailer level has embraced the lean management concepts.
First, it is necessary to consider the concepts contributing to lean management.

2.2 Just In Time: Brief Overview of Just-In-Time
This section introduces the concept of Just-In-Time (JIT) and provides a brief
insight into the philosophy behind JIT. The elements necessary for JIT to operate
within an organisation are considered and how JIT was adopted by Western
corporations including the impact of cultural differences between Japanese and
Western corporations. The section concludes by outlining some of the positive
effects JIT can provide and finally the limitations which an organisation may
experience when JIT is implemented.

In 1926 the Ford Motor Co. River Rouge factory was able to go from raw ore to
producing the complete car and converting the car into cash in a time period of
13

just forty one hours (Sandras, 1989). Henry Ford was responsible for the creation
of mass production and he recognised the expense of waste. In his book titled
“Today and Tomorrow” Ford discussed the waste of inventory in raw materials,
work-in-process and finished goods. Taiichi Ohno of Toyota in Japan built on
Ford’s philosophy and processes and developed the Toyota Production System.
Today’s version of the Ford and Toyota systems is called JIT or Total Quality
Control. JIT is also referred to as lean manufacturing or in some cases “pull
system manufacturing” (Goetsch & Davis, 2006, p.701).

JIT procedures were introduced as the Toyota Production System after World
War II and remained as the Toyota Production System until the late 1970s. As a
result of the oil crises in 1976 other leading Japanese manufacturers sought
ways to increase the flexibility of their manufacturing processes. This lead to the
spread of JIT. In the early 1980s organisations in the United States began
studying what made the leading Japanese companies so successful. Fourteen
points were observed as having direct influence on success. Seven of these
points were concerned with “respect for people” while seven had to do with the
elimination of waste within an organisation. These fourteen points became known
as the “Japanese approach to Productivity” (Hay, 1998).

Following in-depth analysis of the fourteen points it was determined that seven of
the fourteen points were appropriate for Western manufacturing organisations. It
is these seven points which essentially make up what is known as “Just-In-Time”.
It was also realised that most of these so called “Japanese concepts” had
originated from the United States through people like Dr Deming and others.
Thus, the transformation began from “The Japanese Approach to Productivity” to
“Just-In-Time Production”. The focus remained with Japan, however, as it was
there that the concept was working successfully.

In the US Automotive Industry, the Automotive Industry Action Group (AIAG)
became the pioneers of JIT followed by organisations outside the Automotive
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Industry such as Black and Decker and Hewlett Packard. From 1982 JIT filtered
into

Canada

and

Europe

generally

through

subsidiaries

of

US-based

corporations.

2.2.1 Philosophy of Just-In-Time

The priority of JIT is to concentrate on the elimination of waste in order to reduce
lead times and to cut stock levels, thereby increasing the ability of an
organisation to provide prompt, flexible and reliable responses to customers
needs. In contrast to traditional methods of holding large stock inventories as a
cushion for when things went wrong, JIT concentrates on exposing fundamental
problems and correcting them for all time, thereby eliminating the need for large
stock inventories (Todd, 1995). Some definitions of JIT are;

JIT is a process. It is not a list of things to do, but a process to help
prioritise what to do. (Sandras, 1989, p.10).

Wantuck, (1989, p.11) suggests that JIT is not a “programme” but rather it
is an actual way of life.

The JIT philosophy is intended to reduce or eliminate waste from the purchasing,
manufacturing,

sales,

distribution

and

administrative

activities

of

any

manufacturing business. The Toyota corporation defines waste as “anything
other than the minimum amount of equipment, materials, parts and working time
absolutely essential to production”. Hay (1998) recommends that the term
“adding value” may be more suited to the Western concept of JIT rather than the
Toyota definition of “absolutely essential to production”, and that “adding value”
gives a hard and fast test to use as a benchmark whereas difficulty arises in
obtaining agreement on what is essential. The American definition of waste
proposed by Hay by modifying the Toyota definition is “Anything other than the
absolute minimum resources of material, machines and manpower required to
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add value to the product” (p. 15-16). Furthermore, Hay states that “only an activity
that physically changes the product adds value”. This means that activities such
as machining, assembly and packaging add value while activities such as
counting, storing and moving goods from one storage location to another add
cost but not value and so can be identified as wastes.

The key to JIT is to carry out a value added analysis of each process in
production and identify all the value adding activities (Sandras, 1989). All non
value adding activities should be considered as wastes and so need to be
eliminated where possible. The direction is to maximise the value-added
activities and eliminate the cost-only ones.

Waste can be broken down under three main headings: people, materials and
machines, with 80 to 90% of total waste being attributed to the systems, methods
and processes that management tell their workers to use (Keegan, 1997).

The Toyota Production System as developed by Taiichi Ohno identified seven
major forms of waste: overproduction; waiting; transportation; processing;
inventory; unnecessary motion and defects. Later an eighth type of waste was
included and was regarded as being the most difficult to identify - people. This
considered the under-utilisation of skills, experience and talents of staff.

The

elimination of these wastes is at the core of JIT (Adams, 2006; Goetsch & Davis,
2006).

Proof of the need for the implementation of JIT is provided by Drummond (1992)
where she provides the startling statistic that in many Western organisations
efficiency is so poor that only five percent of the time spent working on a product
adds value (or less in many cases). Drummond gives the example of a particular
lorry manufacturer adding value for less than one percent of the time required to
supply a vehicle by taking fifty days to prepare an order for assembly, while only
eighteen hours was actually spent assembling the lorry.
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2.2.2 Elements of Workflow Necessary for JIT

Balance
Henry Ford’s creation of an assembly line is very close to the concept of
workflow in JIT. The idea of an effective assembly line is to have a specific
operation carried out on a unit and then pass the unit along the line for the next
operation to be carried out on the unit with the correct timing for smooth flow of
work. This concept can be applied to an entire assembly line, a machine cell, or
administrative type work in an office. In effect this eliminates batch type work
processes which necessitate scheduling and inventories. When an assembly line
is scheduled as a whole the individual operations within the assembly line control
themselves in a well balanced system. Hence balance and synchronisation are
essential as there is no point in having one process carried out more quickly just
for the next operation to hold up the assembly line again (Hay, 1998).

Inventories
Traditionally, manufacturers believed that inventories were a “cushion”, however
JIT views inventories as concealing problems and therefore prevent them from
being identified and dealt with. The “rocks and water” analogy is widely used to
symbolise the difficulties associated with inventories whereby the deeper the
water (inventory) the less likelihood of the rocks (operational obstacles) being
uncovered and thereby leading to a false sense of security. The reduction of
inventories is essential therefore to expose problems and once exposed the
problems can be rectified. This means that flow rate needs to match
requirements so no final inventory builds up (Goetsch, 2006).

Set up Times
By reducing assembly line set up times it is possible to have more frequent
setups and so reduce the lot size, thereby allowing for production to satisfy
demand levels and be able to adapt to customer orders and demand changes
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promptly. The minimisation of stocks, job-order oriented production and prompt
adaptability to demand change are the most important advantages of a single
setup. “Single setup” is the term used to describe a setup which can be done in
less than ten minutes, while “one-touch setup” is the term used if the setup takes
less than one minute. Shigeo Shingo, a consultant at Toyota is accredited with
the development of the single setup concept. Concepts like reducing the need to
actually stop a machine for setup, elimination of adjustments and multiple uses
for a given part were all used to reduce the setup requirements (Monden, 1994).

Wantuck (1989) advocates a 3-step approach to setup reduction namely (i)
eliminate external downtime, (ii) develop the best methods of setup and (iii)
eliminate adjustments. Downtime can be divided into internal and external.
Internal downtime being those tasks which can only be done while the machine is
stopped while external downtime involves the tasks which could be done with the
machine still operating but are actually done with it stopped. Elimination of
external downtime involves better planning and preparation for the next setup
before it commences, i.e. having all required tools and equipment ready in a
setup “kit”, having the necessary staff informed and ready to carry out the setup
at the designated time, and deferring tidy up operations until after the machine is
back up and running after the setup. Developing the best methods involves using
time and motion studies to determine the best technique for conducting a setup.
Teamwork is critical and a systematic approach to the process including having
all the necessary tools on hand and standardisation of any bolt sizes etc. can
reduce setup times. The elimination of the need for adjustments during the setup
process is achieved by careful design of the components involved. “Fool
proofing” and creating a “one touch method” can be achieved by designing
components that can only fit in one position and so takes any guesswork and fine
tuning out of the process. By implementing the 3-step process setup times can
be reduced by ninety percent or more.
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Overlapping Operations
Hay (1998), states that the traditional way to organise a manufacturing facility
was by departmental speciality, resulting in batch production with the result that
each operation was carried out on an entire batch before the batch was moved to
the next operation. JIT lays out the system by product rather than by function and
so equipment is allocated in the order which operations are carried out to
complete the product.

Pul! System / Kanban / Linking operations
Monden (1994.p6), states that “the Kanban system is an information system
which harmoniously controls the production quantities in every process”. This
results in any processes within an organisation being connected to each other.

The traditional method of production was to make the product and “push” it on to
the next operation regardless of whether or not the next operation was ready.
With the “pull system” it works back from the final operation to the previous
operation and “pulls” the necessary product when required. Toyota called the
system “Kanban”, which was the term used to describe the process where
signals are used to initiate the supply of another component or quantity of
components. In effect each “customer" tells each supplier what is required at
regular pre-determined time intervals. A major benefit of this system is that if a
defect arises it can be rectified almost immediately and so avoid the build up of
inventory waste (Hay, 1998).

Drummond (1992) states that JIT production reverses conventional approaches
to manufacturing in that (i) first you sell, then produce to meet the order
requirements, which means that (ii) production is planned backwards instead of
forwards, i.e. the final operation staff decide what their requirements are and
pass the plan backwards, and (iii) the pull-based production systems eliminate
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stock build up, reduce defects and facilitate flexibility as products only pass from
one stage to the next when the next operative is ready.

Schonberger (1982) states that the concept of JIT is to produce and deliver
finished goods just in time to be sold, sub-assemblies just in time to be
assembled into finished goods, fabricated parts just in time to go into
subassemblies, and purchased materials just in time to be transformed into
fabricated parts.

JIT Purchasing (purchase quality)
Purchasing is the externally focused element of JIT. Material purchases often
represent the largest costs associated with production as compared to labour
and overheads costs. This means that small percentage savings in purchase
prices can have massive overall cost savings. In addition, the quality of materials
purchased along with the dependability of supply is critical to cost control. Hay
states that JIT purchasing decreases your risk because its objective is not to rely
on incoming inspection for quality (1998).

Effects of Shortening Lead Times
Monden (1994) states that if Toyota tried to anticipate demand and produced
parts in advance of receiving orders, they were likely to have a surplus inventory.
To avoid this it is crucial to be able to shorten lead times. The advantages of
reducing lead times include the ability of the company adapting rapidly to
changes in demand, work-in-progress can be minimised, sales orders can be
filled promptly and the risk of obsolete stock is eliminated.

2.2.3 JIT for Western Corporations

Holweg (2006), advocates that the work of Schonberger, Hall and Monden along
with key articles in academic journals had a pivotal role in spreading the concept
of JIT in the Western world. The early contributions had a common, relatively
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narrow focus, on shop floor techniques and inventory reduction neglecting the
wider organisational aspects until later.

Of the seven elements of the Japanese approach to productivity which could be
adopted by Western Organisations, six are internally focused and one is
externally focused.
Internally focused:

-

quality at source

-

linking operations / Kanban

-

uniform plant load

-

overlapping operations

-

minimum setup time

-

the JIT philosophy itself

Externally focused element being JIT purchasing.
These seven elements were restructured to give what is commonly seen as the
current three basic components of JIT, namely workflow, quality and employee
teamwork. Elimination of waste became the umbrella under which all elements of
JIT were covered, and so is recognised as the core function of JIT. The other six
elements are techniques to accomplishing the elimination of waste. Five
elements fall under the heading of workflow, (uniform plant load, reduced set up
times, overlapping operations, linking of operations / Kanban / pull system, and
purchasing), i.e. how the manufacturing process proceeds from one operation to
the next. Quality became recognised as one of the basic three components. The
final component to be identified by Western organisations as crucial to JIT
operation was Employees and Teamwork. This was different from Japanese
organisations where attitudes and cultures were different and teamwork is a
more natural occurrence (Hay, 1998).

Employees and Teamwork
Hay (1988) states that some companies make the mistake of allowing JIT to be
solely concerned with the manufacturing process within the organisation. He
goes on to emphasise that marketing, finance, human resources, sales.
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engineering, research and development, materials sections all have a major
stake in JIT and therefore need to be closely involved in its development within
an organisation (p.178) . In organising the company for JIT implementation Hay
outlines the need for the establishment of the following groups:
(i) Steering committee for the purpose of assessing the implementation issues for
JIT within the organisation, along with the selection of and guidance to the task
force teams. Communication of the task force activities to top management and
to all employees is also the role of the steering committee. Generally some
members of senior management will be part of the steering committee which
helps to promote the importance of the JIT concept.
(ii) Facilitator who has the responsibility of ensuring that the JIT implementation
takes place. The facilitator acts like the executive secretary of the steering
committee.
(iii) A task force team with responsibility for the implementation of JIT procedures
relevant to their particular area within the organisation. Identification of priorities
and ways of ensuring they are implemented are part of their remit, along with the
documentation and communication of the priorities to the steering committee and
senior management.
(iv) Task force leaders who are in effect project managers within the task force
team and their function is to organise and delegate the work of the task force. In
addition, it is the leader who generally conveys the workings of the task force to
the steering committee.

2.2.4 Effects of JIT within an Organisation

Wantuck (1989, p.16) states “if you cannot improve your quality by a factor of
ten, you are not even beginning to do the job that is possible by using JIT”. He
adds that JIT results in lead time reductions of fifty percent or more resulting in
substantial improvements in customer service.
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By following the JIT procedure no stage in the production process ever
overproduces or produces before the demand is made, therefore money is not
tied up in inventory of raw materials, work in progress (wip), or finished goods. If
there are no stored materials there is no risk of spoilage or obsolescence.
(Goetsch & Davis, 2006).

Hay (1998) claimed that JIT techniques will work in any environment - from
repetitive manufacturing and process type industries, to job shops and non
manufacturing or service provider companies alike. The beneficial effect of JIT is
not only to eliminate non-value adding steps but that it also ensures larger
proportions of time is spent on tasks that actually add value. In addition, JIT
helps an organisation to economically respond to change by highlighting
constraints in a process and forcing appropriate action to eliminate the constraint.
JIT improvements can be seen both in monetary terms and in customer service
improvements thereby being a major factor in creating a sustainable competitive
advantage for organisations.

In agreement with Hay’s viewpoint Wantuck (1989) puts forward the view that JIT
with its emphasis on quality, productivity and continuous improvement makes it
possible to become ever increasingly competitive.

Contrary to the view of Hay that JIT is suited to any organisation, it has been
argued that JIT is not suited for every organisation. “If products are complex, if
they tend to be unique, if the equipment is very expensive, if quality problems are
endemic, if seasonality of demand is strong - all of these conditions call for nonJIT approaches” (Vollmann et al, 1993). Similarly, according to Dear (1990), it is
often said that JIT has little relevance to warehouse operations with thousands of
items, with many different suppliers and with long lead times of weeks or even
months. Dear states that this is very true if JIT is seen as things arriving just as
they are required, however the spirit of JIT is that any situation or process can be
improved by the progressive identification and elimination of wasteful practices.
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2.2.5 Possible Limitations of JIT

The two main dangers for organisations associated with the stockless production
systems employed in JIT are (i) supply failures and (ii) industrial action. If a
supplier fails to deliver then production is halted due to their being no stock to
“cushion” the failure. Staff also may realise the increased significance a work
stoppage will have on the organisation because there are no buffer stocks and so
even the shortest of work stoppages could be detrimental to the organisation.
This can increase the leverage that staff can use against management if
industrial disputes arise (Drummond, 1992). The human relations policy adopted
by management is essential to ensure teamwork exists within an organisation, as
negative attitudes can be detrimental to the JIT systems. Furthermore, outside
suppliers need to buy into the teamwork concept otherwise JIT is likely to fail.

As part of this research it is intended to investigate the relevance, if any, JIT has
to the retail motor dealership. An analysis of whether the elements relating to JIT
are applicable to non-manufacturing businesses as proposed by Hay (1998) and
Wantuck (1989) will be assessed. Or alternatively as advocated by Vollmann et
al. (1993), JIT is not necessarily suited to every organisation. While JIT may be
central to the efficient operation of processes within an organisation, the
importance of quality standards must not be underestimated. In the next section
relevance of quality is outlined.

2.3 Quality

This section discusses the concept of quality. The importance and evolution of
quality are outlined and the concept of Total Quality Control is introduced. A
historical overview of the development of Total Quality and some of the early
pioneers of Total Quality are also presented.
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2.3.1 The Evolution and Importance of Quality

Finding a definitive explanation as to what quality actually is can be difficult.
Many commentators and contributors of the quality movement have made
attempts to provide a definition but the issue remains subjective as different
people see quality from different perspectives. According to Garvin (1988),
quality is an unusually slippery concept, easy to visualise and yet exasperatingly
difficult to define.

Goetsch (2006, p.5) defines quality as being “a dynamic state associated with
products,

services,

processes and environments that meets or exceeds

expectations”.

Wantuck (1989) states that quality at the source is meeting customer
expectations by the value adder doing it right the first time and every time. A
value adder being someone involved in the process that makes a useful
contribution to the end product. If each “value adder” does not ensure that their
contribution to the overall production process is consistently good, then quality
fluctuations will occur. The term quality at source is used to describe how each
value adder takes responsibility for their own particular operation. From a
manufacturing perspective, Wantuck describes the seven principles of quality at
source as being: (i) perfect parts every time; (ii) operator responsibility; (iii) new
customer definition; (iv) the quality at source toolkit; (v) stop and fix the problem;
(vi) visibility management and (vii) machines always ready.

Schonberger (1986) states one of the advantages of quality at source as being
that quality inspectors are reduced to just a few with their primary role being
training and auditing. The effect is that line operators are inspecting their own
work or work from a previous operator. The costs of quality are also reduced
because operators can carry out quality tasks as part of the normal work cycle.
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Crosby (1979), states that quality is defined as “confornnance to requirements”
due to the fact that different people have different perceptions. The cost of quality
is the expense of doing things wrong. It is the scrap, rework, after service,
warranty, inspection tests and similar activities made necessary by non
conformance problems.

Wilkinson et al. (1998) state that despite the vast volume of writing on quality
management, the attention given to actually defining what quality constitutes is
quite limited. This can be attributed to the fact that a precise and universal
definition of what quality actually is difficult to achieve. Defining quality as
“conformance to standards” is more relevant to a manufacturing environment
than in a high-contact service industry, while “quality as excellence” is a more
effective definition for use as a motivational tool by which employees feel a sense
of pride in working for an organisation that strives to be the best.

This is experienced throughout the motor industry where people take pride in
working for a particular brand of car and the image the brand exhibits towards its
customers and the general public. This is ever increasing since the introduction
of' Block

Exemption

and the increased

standards of the high-end

car

manufacturers for becoming an approved dealer. Conscientious staff employed
in these dealerships enjoy a sense of pride in the brand they work with and the
drive for excellence, both in the products they sell and the service afforded to
their customers.

In terms of TQM, quality is seen as meeting reliable and consistent standards in
keeping with customers’ expectations. There is no point in investing time and
money developing high standards in something that the customer does not
“value” because it will fail ultimately, instead it is essential to identify what the
actual needs and expectations of the customer are and provide quality through
conformance to the customer’s requirements. This is the essence behind the
concept of “adding value”. “True quality” is defined as being customer-perceived
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quality as opposed to “internal quality” which refers to the internal business
processes. The key to being successful in quality management is through having
the ability to link both aspects of quality (Wilkinson et al, 1998).

2.3.2 Total Quality Control Concept

Total Quality Control (TQC) can stand alone or can operate hand in hand with
JIT. When used in conjunction with JIT it enhances the quality control aspects of
JIT. Quality at source is a form of defect prevention as opposed to defect
detection after production is complete. The effects of TQC are fewer rev/ork
labour hours and less material waste. (Schonberger, 1982).

Mitchell (2005) contends that “Right first time” is crucial to the Total Quality
concept. Furthermore, he states that quadruple costs are incurred by an
organisation which makes mistakes. These costs include (i) the time, money and
effort spent doing the thing wrong in the first place, (ii) the time, money and effort
spent rectifying the problem, (iii) the customer’s time, money and effort involved
in getting the problem fixed and probably most significantly (iv) the lost customer
satisfaction which results in lost sales and reputation.

The Total Quality philosophy is an approach to doing business that focuses all of
the resources of an organisation on the continual and simultaneous improvement
of both quality and productivity. The purpose of the total quality approach is to
continually improve the organisations flexibility, performance, competitiveness
(Oakland, 2003).

Goetsch (2006), states that a total quality organisation becomes obsessed with
meeting and exceeding customer perceptions of quality. In effect, quality
standards within a company are defined by its customers, both external and
internal. All levels of the organisation are involved in the constant strive towards
improving standards and an attitude of continual improvement is established. A
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long-term commitment is required for total quality to succeed, while short-term
attitudes inevitably lead to failure.

2.3.3 Historic Development of Total Quality

Total Quality approaches can be identified as far back as Fredrick Taylor’s timeand-motion studies in the 1920s. Taylor made planning the role of management
and production the job of labour. A separate quality department was established
to monitor quality levels. As volume and complexity increased, quality became an
increasingly difficult issue. Quality engineering developed in the 1920s followed
by reliability engineering in the 1950s. Quality engineering began the use of
statistical methods in quality control such as control charts and statistical process
control, which are fundamental aspects of the total quality approach. Reliability
engineering in the 1950s began to move quality control from “after the event” to
developing quality throughout all elements of design and production. With total
quality the emphasis is on continual improvement of products, processes and
people in order to prevent problems from occurring. With total quality employees
are empowered to think and make recommendations for continual improvement.
Total quality is not just an individual concept, it comprises of many related
concepts pulled together to create a comprehensive approach to doing business
(Goetsch, 2006).

Mitchell (2005) states that the traditional quality approach was to have “armies”
of additional workers positioned at the end of a production line to rectify the
mistakes of workers on the production line. This was seen as a commitment to
quality and in fact organisations boasted about having such sizeable dedicated
staff for reworking.

Wantuck (1989) contends that Quality Circles were developed by Ishikawa as a
tool to promote quality awareness and quality improvements within an
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organisation. The three main objectives of Quality Circles as listed by the Union
of Japanese Scientists and Engineers (JUSE) are:
1) Improve the enterprise
2) Build a better workplace
3) Develop individual abilities
Group learning is central to the function of Quality Circles. They operate through
small groups of volunteer employees (four to eight members) who meet to
analyse and solve problems relevant to their section. The solutions devised by
the Quality Circle are presented to management for approval. Quality Circles are
permanent groups and so grow in competence with experience.

Schonberger (1990), states that prior to 1980 many aspects of total quality were
being overlooked, however since the 1980s the broader concept of quality has
been adopted by more organisations. The emphasis on processes, instead of
end products had been around for many years, but was not being adopted.
Furthermore, he advocates that total quality is a world movement and regardless
of the country or type of industry those who adopt a total quality approach will
insulate themselves against failure. Some of the benefits for employees of a total
quality organisation include better safety conditions, increased job security,
monetary gain and job satisfaction.

2.3.4 Pioneers of the Total Quality Movement

Three major contributors to total quality were W. Edwards Deming, M. Juran and
Philip B. Crosby.

Deming
Deming is considered by many to be the founder of the quality movement.
Deming’s biographer Andrea Gabor referred to him as being “the man who
discovered quality”. In the late 1940s Deming was invited by large Japanese
organisations to provide instruction on quality because the Japanese realised
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that if they were to compete on an international level, then quality was going to
be the cornerstone and the poor quality reputation of Japanese products would
have to be eliminated. Japanese industry took on board Deming’s views and
philosophy with great effect and even still today the Deming prize is the most
coveted award that a company can win in Japan in recognition of the impact that
Deming’s philosophy had on industry in Japan (Goetsch, 2006). The current
emphasis of the Deming prize is on establishing how effectively an organisation
is in implementing Total Quality Management by focusing on the quality of its
products and services (Oakland, 2003).

Deming developed what is known as the Deming Cycle (or the Deming Wheel)
which was intended to directly link production to customer needs incorporating all
departments in a coordinated effort to meet these needs. There are five steps to
the Deming cycle namely:
1) Plan the product, including the use of research. Identify the key success
factors.
2) Do - produce the product, i.e. carry out the plan.
3) Check the product for conformity. Identify areas for improvement.
4) Act - Incorporate the improvements identified and Market the product.
5) Plan - Analyse how the product was received in the marketplace. Repeat the
cycle

(SME, 1992).

Another of Deming’s contributions to Total Quality was his 14 points which
summarised his philosophy and gave a roadmap by which to implement a Total
Quality system. The fourteen points focus on what is necessary for positive
transition of the organisation towards world class quality. The third significant
contribution by Deming is known as Deming’s Seven Deadly Diseases. These
are the factors identified to have the capacity to inhibit the transformation of an
organisation.

Four of the “diseases” identified by Deming are internally

controllable in the organisation through the implementation of Total Quality (lack
of consistency; personal review systems; Job hopping; and using only visible

30

data), while the three remaining are not controllable by Total Quality and have
external constraints (excessive medical costs; excessive liability costs and
emphasis on producing short term profits), depending on the economic situation
of the country.

Juran
Juran is another major contributor to the Total Quality movement and his works
rank close to Deming’s. Some of his best known contributions include:
•

Juran’s three basic steps to progress

•

Juran’s ten steps to Quality improvement

•

The Pareto Principle

•

The Juran Trilogy (Goetsch, 2006).

Much of Juran’s concepts overlap with Deming’s fourteen points, however the
Pareto principle emphasises the fact that a small number of causes result in most
of the problems. It is sometimes known as the 80/20 rule, i.e. the fact that 80% of
total problems are caused by 20% of the overall problem sources. The Pareto
chart as developed by Vilfredo Pareto, the Italian economist and socialist (1848 1923) is used to show where resources will be best spent by revealing the
significant few problem sources from the “trivial many”. It therefore helps
establish priorities and cascading Pareto charts can be used to narrow down and
identify the exact root cause of a problem by categorising the problems and
causes (Goetsch, 2006). The Juran Trilogy is a summary of the primary
managerial functions under the headings of Quality planning. Quality control and
Quality improvement.

Crosby
Crosby is best known for his promotion of zero defects management. He argued
that zero defects was both desirable and achievable as a goal. Crosby promoted
the idea that preventative techniques was the most effective way to achieving
zero defects, and that increasing the level of inspection would only increase
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costs. Contrary to the traditional view expressed by Juran that the cost of
appraisal must increase if quality is to increase, Crosby believed that costs would
decline as a result of an increased prevention approach (Rao, 1996).

Crosby developed

a

management

maturity grid

as

a

tool

to

analyse

managements approach to quality. At one stage on the grid, managers who are
not certain about the importance of quality are represented, while at the opposite
end of the scale are managers who see quality as crucial to the success of the
organisation (Rao, 1996).

Three of his major contributions include Crosby’s quality vaccine, Crosby’s
fourteen steps to quality improvement and Crosby’s four absolutes of quality
management.

Crosby’s

quality

vaccine

comprised

of;

(i)determination,

(ii)education, (iii)implementation.

Crosby’s fourteen steps to quality improvement are:
1) Management commitment to quality - emphasis on defect prevention
2) Quality improvement team - cross-departmental
3) Quality measurement for each area of activity
4) Cost of quality evaluation
5) Quality awareness among employees
6) Corrective action
7) Establish an Ad Hoc Committee for the Zero Defects Programme
8) Supervisor training
9) Zero Defects Day - “new attitude day’’
10)Goal setting - specific, measurable goals should be decided with all
employees
11)Error cause removal - individuals identify restrictions to error-free work
12)Recognition - for employees meeting specific goals
13)Quality councils - regular communication
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14)Do it over again - acknowledge that quality improvement is an ongoing
process
(Crosby, 1979, p.132- 139)

Crosby’s views of quality are expressed in his “Four absolutes of quality
management’’:
1) Quality means conformance to requirements. Requirements need to be
clearly specified.
2) Quality comes from prevention, which results from training, discipline,
leadership, etc.
3) Quality performance standard is zero defects. No toleration of errors.
4) Quality measurement is the price of non-conformance.

Other major contributors to the Total Quality concept were Armand Feigenbaum,
Kaoru Ishikawa, and Genichi Taguchi.

Feigenbaum defines quality as being excellence-driven rather than
defect-driven. He strongly emphasised that quality is defined by the customer
and that the quality philosophy includes all functions within an organisation, who
must work to improve quality as defined by the customer. He was central to
developing and promoting the concept of total quality control. Feigenbaum also
concentrated on monitoring supplier’s quality and believed that as one supplier
improves their quality, it puts increasing pressure on the competitive suppliers to
improve their quality also.

Ishikawa created the cause-and-effect diagram as a statistical monitoring
tool. He also defined the customer as the next person in line, rather than just the
purchaser of the final product. The third concept developed by Ishikawa was that
of quality control circles, which involved solving quality problems by grouping
workers into teams. Education of the workforce and teamwork are therefore
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central to Ishikawa’s philosophy. It is said that Ishikawa took the concepts of
Doming and Juran and took them to the level of the common worker.

Taguchi again viewed quality as a company wide issue and he focused
on the use of statistical methods to improve quality, especially in the area of
product design. Two important concepts devised by Taguchi are known as (i) the
loss function, and (ii) design characteristics and “noise” respectively. The loss
function concentrates on the “social cost” of production straying from the desired
target, i.e. how customers fall away as dissatisfaction with the product increases.
The design characteristics and “noise” refers to the main causes of variations in
products. He identifies two types of “noise” - outer noise and inner noise. Outer
noise results from variations in the operating environment while inner noise is
more controllable as it is caused by factors such as deterioration (Rao, 1996).

Mackintosh, (2006) states that even more so in today’s competitive market
quality is being seen as central to success. In July 2006, Toyota were forced to
implement what is known as a “back to basics” campaign to ensure that quality
takes precedence over cost-cutting or design. The company was forced to
implement this to re-establish its image as being of superior build quality
following a number of serious recalls on Lexus and Toyota vehicles along with
poor ratings in the JD Power quality survey in the US. Rapid expansion and new
staff who do not fully understand the “Toyota way” have been blamed by
executives in Toyota for the fall in quality. The quality issue is being taken so
seriously that Tadashi Arashima, president of Toyota Motor Europe is quoted as
saying “this is a very strong message from the top to say we have to follow the
standard procedures more closely” and that great efforts are being made to drive
home the message that quality should be “built in”, not imposed afterwards by
management (in Mackintosh, 2006).
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2.4 Total Quality Management

In this section Total Quality Management (TQM) is discussed, beginning with
some definitions of what it involves, followed by discussion on the effects of poor
quality. The requirements for developing a TQM culture within an organisation
are outlined later in the section. Quality management is introduced and the
relevance of quality standards and quality certification are outlined.

Varian (1992), states that no single definition can capture the full diversity of all
the differing views on the subject of TQM. Furthermore, the observations of
individuals who are experienced in TQM tend to strongly influence their definition
of TQM according to their own personal experiences and attempt to explain what
TQM is by describing elements of the concept which are particularly meaningful
to their own experience. Varian quotes Art Welch of Martin Marietta as defining
TQM as being “good management, put into a package that makes it work”
(P-201).

Kanji (1990) defined Total Quality Management (TQM) as being “the way of life
of an organisation committed to customer satisfaction through continuous
improvement”. The way of life varies from organisation to organisation and from
one country to another but has certain essential principles which can be
implemented to secure a greater market share, increase profits and reduce
costs” (Dahlgaard, 1998, p.17).

The definition proposed by the International Organisation for Standardisation
(ISO) is that “TQM is a management approach of an organisation, centred on
quality, based on the participation of all its members and aiming at long-term
success through customer satisfaction, and benefits to all members of the
organisation and to society” (ISO 9000:2000; Kasser, 1996, p.7: Sage, 2005).
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Todd (1995) states that preventing errors is fundamental to the concept of TQM,
whereas traditionally it was generally accepted that some level of errors would
occur and the attitude was to identify and correct errors after the event. TQM is a
“quality creation” approach and everybody in the organisation is encouraged to
accept responsibility for “getting it right, first time, every time” (p.8).

The word “Total” in the title indicates that everyone in an organisation must
involve themselves in the quest for continuous improvement. “Quality” indicates
the emphasis on customer satisfaction (both internal and external customers),
while “Management” refers to the processes and human resources necessary to
create a TQM system. The deliberate mention of management in the title is to
ensure that quality is viewed as an organisation wide obligation and not left to the
quality department as with total quality control (Dahlgaard, 1998).

Increased quality can be achieved through both internal and external quality
improvements. Internal quality improvement is designed to make the internal
processes “leaner” by eliminating defects and thereby reducing costs, while
external quality improvement is concerned with increasing customer satisfaction
leading to increased market share and profits (Dahlgaard, 1998).

Oakland (2003) states that the framework for TQM can be illustrated in a model
of four Ps and three Cs. The model is divided into “hard management
necessities” and “soft outcomes”. The hard elements are provided by the four Ps
of Planning, Process, People and Performance while the soft elements of
Culture, Commitment and Communication are essential to provide the “glue” for
the model and so their importance should not be underestimated within the TQM
framework.

Furthermore, TQM can be applied throughout all organisations

regardless of the type and scale of their business. It provides similar advantages
for manufacturing, service, education and hospitality industries. He recommends
that before management take the view that TQM is not suited to their particular
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organisation they should consider some questions regarding the existing
performance of the organisation. Such questions include:
(i)

What efforts are being used to assess the cost of errors, defects,
waste, complaints etc?

(ii)

How extensive were the problems detected in the last year and how
does it compare with previous years?

(iii)

What training, if any, has been provided to prevent these errors and
problems?

(iv)

What is being done to motivate employees to do it right first time?

(v)

What quality management systems are in place and how effective are
they?

(vi)

Is the overall standard of management adequate and what priority is
given to quality? (p. 27- 30).

2.4.1 The Effect of Poor Quality

Juran introduced the Cost of Quality (COQ) concept, whereby the cost of
appraisal and prevention were deemed to be much lower than the costs of
failure, both internal and external. The COQ concept proved that focusing on
inspection and prevention would improve quality and reduce failure costs.
Ishikawa devised the internal customer concept, whereby each worker was seen
as being a customer of the preceding worker. In effect, continuous inspection
takes place during each stage of the production process and if a defect is
discovered then it can be rectified immediately to prevent a build up of faulty
products as could happen with mass production systems. An ethic of continuous
improvement developed among employees working in a TQM environment,
whereby the employees would seek out non-value adding activities and suggest
ways to eliminate them. Thus, TQM becomes a way of life and part of the culture
of the organisation (Rao et al, 1996).
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Besterfield, (2004) states that when the cost of quality is high it is an indication
that poor management practices exist within an organisation. Furthermore, this
will hinder the competitive position of the company. The cost of poor quality
involves all activities and departments within a company, from marketing and
sales to manufacturing or service departments and all in between. Some costs
are easily identified such as quality inspector salaries and reworking costs,
however other costs relating to poor quality are more difficult to allocate such as
ineffective design or marketing. A cost of poor quality programme highlights the
magnitude of quality deficiencies within an organisation in monetary terms which
is most effective in drawing the attention of management. It is estimated that the
cost of poor quality can be in the region of twenty percent of sales revenue for
manufacturing organisations, and as high as thirty five percent in service
organisations (p.55-56).

Murphy (1988), states that high product quality relative to the competition is one
of the most important factors in increasing return on investment (ROI). High
quality can be more influential than high market share in relation to relative ROI.
Furthermore,

high quality standards help to future-proof against outside

economic pressures and in times of recession.

Trend analysis and Pareto analysis are two common techniques used to identify
opportunities for quality improvement. Trend analysis provides information for
long-term planning by comparing past cost levels to current costs. A monthly
report detailing the cost of poor quality is used to source the data for the trend
analysis and the information is plotted on a graph for easy monitoring. Trend
analysis can be subdivided into categories and timescales as deemed
appropriate by management depending on the type of business. It is important
for management to be mindful when analysing trend graphs that some
fluctuations occur by chance and there can be a time lag between cost
occurrence and recording, to avoid drawing inaccurate conclusions. As with any
tool trend analysis is only as good as the person/s using it. Pareto analysis is
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another effective cost-analysis tool whereby the different cost classifications are
represented on a graph in descending order of importance from left to right.
Pareto diagrams are therefore used to identify the most important problems.
Generally, as discussed earlier, it is proven that eighty percent of the problems
result from just twenty percent of the problem categories. The few classifications
that represent the majority of the problems are referred to as being the “vital few"
while the many classifications representing a smaller amount of the total are
referred to as being the "useful many”. Classifications can be divided by
department, by operation by individuals or by any other appropriate and effective
category. Visual impact is the main advantage claimed for using Pareto analysis,
in that the vital few categories that need attention can be easily identified and
targeted by management for corrective action. Six steps are required for the
construction of a Pareto diagram:
(i)

Determine the data classification / category method e.g. problem type

(ii)

Decide how the classifications are to be ranked i.e. frequency or
overall cost

(iii)

Collect data for the allocated time interval

(iv)

Analyse the data and rank in categories in order of magnitude

(v)

Compute the cumulative percentage

(vi)

Construct the diagram to find the vital few (Besterfield, 2004, p.59-63,
p.76-78).

As outlined earlier, prevention is the most effective way to reduce the cost of
quality. A number of methodologies have been devised to achieve this, two of
which are Kaizen and Pokayoke:

Kaizen, as developed by the Japanese is the term used for continuous
improvement involving everyone within an organisation both management and
staff. Kaizen is based on the concept of customers and suppliers, and the need
for each supplier to meet the expectations of their customer on a continuous
basis whether internal or external. Any gap which exists between customer
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expectations and the output characteristics of the supplier is deemed to be a
quality problem. Kaizen is seen as a frame of mind that continually forces the
search for quality gaps and identify practical ways to close the gaps once
identified. It involves ongoing proactive, systematic and factual approach to
quality problems (Roa et al, 1996). According to Todd (1995) Japanese
manufacturers recognised that the people who actually carried out the work on a
day-to-day basis were the people best positioned to understand a problem and
propose effective solutions. Todd states that the success of many Japanese
manufacturing companies can be attributed to the way in which the skills and
experience of the entire workforce were adopted in the continuous improvement
process. Kaizen teams of workers can be established in each section of an
organisation in order to identify and eliminate waste in the particular section for
the long-term and continuous improvement of the organisation (Todd, 1995).

Pokayoke is a term used by the Japanese to describe the concept of “fool
proofing” a process which makes it is virtually impossible to do a particular task
incorrectly. It was devised by Shigeo Shingo and employs a variety of
engineering and design modifications to reduce the risk of mistakes in the
manufacturing process with special emphasis on the assembly stage. Garvin
(1988) notes that fool-proofing is a process designed to make human error
impossible. An example is given of one production plant having a torque wrench
hanging from the ceiling in an area where fans were being attached to
subassemblies so that the staff would use the torque wrench and thus avoid over
tightening of the securing bolts.

Schonberger (1990) states that the concept of fool-proofing acknowledges the
variability of human nature and does not attempt to level blame, but instead it
enables management to do everything possible to eliminate any possibility of
faults caused by natural human variability. He refers to fail-safing as “super
fixing” so failure does not occur.
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2.4.2 Requirements for Developing a TQM Culture Within an Organisation

Rao (1996) contends that in the 1970s and 1980s the rate of change was more
manageable due to the slower pace of life in comparison to today. This made it
relatively easy for managers to implement changes within an organisation. When
managers had conducted thorough in-depth analysis of the necessary changes
required to overcome the organisations problems they then had to “unfreeze” the
organisation from old habits, implement the changes and then “refreeze” the
organisation so that the new behaviours would be followed. Nowadays, however
more complex change management techniques are required due to the
increasing complexity of organisations.

Beer (1980) developed a simple formula to be used by managers when thinking
of implementing change within an organisation as follows:
Quantity of change = (dissatisfaction x model x process) > cost of change
In effect, the formula says that the product of the dissatisfaction with the status
quo, the new model / vision for managing the organisation and the planned
change process must be greater than the cost of implementing the change (Rao,
1996).

In addition, change can be classified as (i) developmental, which involves the fine
tuning of an existing process, (ii) transitional, where slow evolution of the
organisation takes place or (iii) transformational, where the mission and culture of
the organisation are re- assessed entirely. Kanter et al (1992) outline their “ten
commandments for change” which they deem to be necessary for the successful
implementation of organisational change and the introduction of TQM. These are:
(i)

Analyse the need for change in the organisation

(ii)

Create a shared vision and common direction

(iii)

Separate from the past

(iv)

Create a sense of urgency

(v)

Support a strong leader role
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(vi)

Line up political sponsorship

(vii)

Craft an implementation plan

(viii)

Develop enabling structures

(ix)

Communicate, involve people and be honest

(x)

Reinforce and institutionalise the change (p.382 -384)

Significant changes are required in most organisations in order to create a
culture conducive to developing TQM. Furthermore, the importance of culture
cannot be overestimated. Dahlgaard (1998) states that companies with a sound
culture can increase sales three times more than an organisation without a sound
culture. A successful company, therefore, not only needs a sound business
strategy, but it needs a culture to support the strategy (p.262).

Flaherty (1992) states that culture is one of the more troublesome concepts to
grasp due to it being intangible and yet having a central influence on the
operations and attitudes within an organisation. TQM is not just concerned with
changing an isolated instance, but rather in changing the entire way an
organisation conducts its business.

In organisations with a traditional culture the primary objective is return on
investment and short term profit-making, while in an organisation with a quality
culture, the primary objective is customer satisfaction for the long term success
of the company. Managers are seen as “coaches” of the team in quality culture
as opposed to being seen as “bosses” as in traditional cultures. Assigning of
blame is prevalent in traditional cultures when something goes wrong however
with the quality culture problem solving a more systematic process involving
team participation is used. Performance improvement is erratic and reactive in
traditional cultures while in organisations with a quality culture all the factors
which effect performance are continuously improving, i.e. processes, people,
products, working environment etc. (Goetsch, 2006).
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Drummond (1992) states that it is counterproductive to try and bolt a quality
culture on to systems and practices which are oriented to maximising short-term
profits, as doing so only creates contradictions which cannot work.

Broedling (1992) states that TQM is a paradigm shift. Barker defines a paradigm
as being “a set of values and regulations that first establishes boundaries and
then establishes how to be successful in solving problems within those
boundaries”. Within the individual profound changes to one’s thinking is required
in order to achieve a paradigm shift, however within an organisation a cultural
change is required.

The Role of Management in Creating a Quality Culture
Drummond (1992) predicts that management as it is conventionally known will
eventually cease to exist for two main reasons. First, because many managerial
functions are non-value-adding such as inspections and secondly increased
responsibility for quality will be allocated to employees who in-turn will become
self-regulating and so eliminate the need for many of the traditional roles of
managers. With conventional management approaches the emphasis was on
human resource management whereas creating a quality culture involves
developing resourceful humans by enabling them to manage themselves. In
addition, Drummond states that assumptions are made that it is necessary for
managers to set standards, and that these assumptions neglect the fact that
employee standards may be higher than managerial standards. A significant role
of managers in a quality culture is to work in a “hands on” fashion with
employees to identify new directions and the best way of accomplishing change.

2.4.3 Quality within Service Industries

Davidow & Bro (1990) contend that as a competitive weapon, customer service
can be less effective during the early phases of highly innovative industries, but
when the novelty of new products and low prices wears off, the company which
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has established a reputation for providing quality service will

have an

insurmountable lead over the competition. Furthermore, the greatest cost saving
that quality service provides is that of not having to replace lost customers. Loyal
customers provide large revenues to a business over their lifetime in addition to
the savings on marketing costs.

Vrakking (1991) states that quality within service industries can be defined as
“honouring your commitments regarding your customers’ wishes and demands”.
This implies that every communication between company and customer must
comply with the wishes of the customer. If customers are not satisfied they will
seek satisfaction elsewhere thus resulting in lost business for the company
involved. In order for an organisation to be able to continually satisfy customer
expectations it is imperative that internal analysis and mapping of the operations
within the organisation takes place. The customer-orientated culture will need to
have as much emphasis on internal customers as external customers of the
organisation. If, for example, there is no culture of goal congruence and mutual
support between different departments in an organisation it reflects badly in their
attitudes toward their external customers.

Wilkinson et al. (1998) caution that by referring to everyone within the
organisation as a customer, there is a danger of becoming too internally focused
and the “real” customer who pays for the service may be neglected. Thus, a clear
focus should be maintained on what is trying to be achieved instead of focusing
too much on how it should be achieved i.e. danger of the process itself becoming
the objective.

The concept of mutual support is central to the operation of a motor retailer as
there is interdependence between the different departments.

The sales

department depend on the reliability of the after-sales departments (service,
parts and valeting) to ensure the vehicles are prepared for sale and delivery. In
addition, the parts department depends on the service department for most of its
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parts sales i.e. the service department is by far the largest customer of the parts
department. On the other hand, the service department depends on the timely
supply of parts and quality work from the valeting department in order to be able
to meet the expectations of service customers.

Mastenbroek et al. (1991) advocate that the essence to quality improvement
within an organisation is the creation of a “learning organisation”, in that service
providers learn from their customers, the departments within an organisation
learn from each other and the management learn from employees within the
organisation. The end result is that everyone learns how to do their job better. In
addition quality improvement can be summarised by asking four key questions of
the organisation / department:
(i)

Who are our internal customers?

(ii)

How well do we perform from their point of view?

(iii)

What needs to be done better?

(iv)

How can we make the required improvements? (p.250).

2.4.4 Service Organisations and Quality Culture

Service organisations have differing characteristics to that of manufacturing
organisations and so present additional challenges for management. The main
features which differentiate services from production are (i) perishability, (ii)
customer perceptions, (iii) delivery methods and (iv) intangibility. In effect, if a
service is not performed at a specified time then the time lost cannot be
recovered. Because everyone is different, what one customer may view as being
good service, another may not, even though precisely the same service was
provided to both of the customers. Delivery of the service by its provider will have
a direct influence on the perception a customer has therefore reinforcing the
importance of well trained and motivated staff. Finally, by their very nature
services cannot be seen by the customer, however the effects of a service either
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positive or negative may be seen, thus services in general are intangible.
Services are often provided in conjunction with products and a customer’s view
of the product is directly influenced by how the service part of the purchase was
delivered (Drummond, 1992).

All services can be viewed as comprising of both technical and functional
aspects. The technical element is concerned with the production process while
the functional element refers to the delivery of the service. Oberoi (1990), states
that the functional aspects of services are most important. The example is used
of a hotel with the technical elements comprising of meals, beds, lighting,
furniture etc, while the functional elements relate to the behaviour of staff and
management within the hotel. The importance of both technical and functional
elements is very relevant to the motor trade where for example within the after
sales department the technical elements would include the supply of parts and
the correct installation of the parts, whereas the functional elements would
include how the front line staff deal with the customer at the service reception
desk. The functional elements which affect the level of service quality include:
•

Reliability
Responsiveness
Access
Courtesy
Competence
Communication
Credibility
Security
Understanding
Tangibles (Drummond, 1992, p.97).

Adequate training and experience are central to ensure that front-line staff
perform the functional elements of service provision in a manner which satisfies
the needs of the customer. Drummond (1992) contends that in most cases, from
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the customer’s perspective, front-line staff actually “are the organisation”. In this
context, the relevance and importance of front-line staff is rarely in line with their
rank within the organisation. Furthermore, she states that the level and quality of
training supplied for front-line staff rarely meets their requirements, given the
important role they perform. Control is substituted for adequate training, which
results in standard techniques and behaviours being applied. The difficulty arises
in that standard techniques are only suited to dealing with standard situations. It
is envisaged that the current research will highlight that, due to its technical
nature, the relevance of front-line staff working at service reception within the
motor dealership will have a direct influence on the efficient running of the
service department along with quality and customer satisfaction levels.

2.4.5 Quality Management

Flaherty (1992) states that TQM will not survive for very long or achieve any
significant results without the commitment of management. Also, responsibility
for TQM cannot be delegated and it is the role of management to provide and
control the resources necessary to successfully implement TQM. Management
must set policy, direct resources, eliminate barriers, provide an appropriate
reward structure and most importantly to lead by example. Unless senior
management is totally committed to TQM and it becomes a top-down approach it
will not succeed. For the necessary attitudes to be created throughout the
organisation it must be seen to be coming from the top (Oakland, 2003).

Crosby (1979) states that quality management is a systematic way of
guaranteeing that organised activities happen the way they are planned. It is a
management discipline concerned with preventing problems by creating the
attitudes and controls that make prevention possible. In addition, Crosby
expressed a view that individuals at lower levels can contribute to the
deterioration of a process but their influence in improving a process is quite
limited, thus the importance of quality management being a top down function
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within an organisation. Crosby put forward the Quality Management Maturity Grid
as a tool by which management can evaluate the status of an existing quality
programme and identify what action needs to be taken to improve the
programme within the organisation (p.22). Crosby believes that a benefit of the
grid is that once a manager has knowledge of what is happening within the
organisation, no special quality training is required to be able to use the grid to
identify where quality improvements are needed.

The grid comprises of five stages under which management can identify with in
relation to their organisation. The stages are: (i) uncertainty, (ii) awakening, (iii)
enlightenment, (iv) wisdom and (v) certainty. Uncertainty means that the
management have no comprehension of quality as a management tool. The idea
is to solve problems as they arise but without looking forward to problems which
may arise in the future. Awakening is when management become aware of future
quality problems and for one reason or another they fail to act until the true cost
of quality is understood. Enlightenment is when attitudes change and everyone is
encouraged to participate in the quality programme. Enthusiasm for the quality
movement increases and spreads throughout the organisation. In the wisdom
stage concentration is on complete participation in the quality programme and
ensuring that the efforts of the enthusiasm stage are maintained. This is
recognised by management as being a long term and ongoing process. Certainty
is the stage where defects have been eliminated completely and the expectation
is that no defects will occur. Shock at the discovery of a defect becomes part of
the culture (Crosby, 1979).

Drummond (1992) states that time is a powerful weapon because it can result in
increased customer satisfaction due to receiving goods sooner rather than later.
In addition, and even more importantly the efficient use of available time has a
positive effect on reducing production costs along with providing for greater
flexibility. Sources of unproductive time are akin to the sources of waste
mentioned earlier in relation to JIT with some additions namely: waiting time;
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unnecessary movement;

over-production;

rejects;

set-ups;

communication;

administration; bottlenecks; bad timing; untidiness; bottlenecks; process waste
and tentative placement.

2.4.6 Quality Certification and Standards

In recent years automobile manufacturers have introduced a set of standards
based on the ISO model but with their own specific requirements in relation to
their motor retailers. These standards have been enforced so as to standardise
the brand image for the specific manufacturer throughout Europe. In effect, a
customer should be able to go into different car retailers for the same brand of
car and experience the same standards of product and service quality. These
quality standards have evolved from ISO standards and have been tailored to
suit the needs of each particular brand of car. Furthermore, with the introduction
of the new Block Exemption rules in 2002, these standards are used by
manufacturers as a way of curbing the “floodgates” opening with regard to new
car dealers theoretically having the right to establish a dealership in any desired
location. The standards by nature are prohibitive to the influx of new dealerships
due to the costs involved in reaching the standards. This has the effect of limiting
the threat of new entrants.

In 1963, the American military introduced a quality management system entitled
“Military Specification, Quality Program Requirements”. This was the first quality
management system and became the cornerstone from which all subsequent
quality standards derived. Initially, the standards were focused on products and
their specifications rather than the processes involved. In 1979, the BS 5750
system was introduced in order to standardise assessment procedures and
accreditations and so eliminate the confusion created by the different quality
standards being used by various organisations (Drummond, 1992).
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In 1987, the International Organisation of Standardisation (ISO) published ISO
9000 which basically mirrored BS 5750 standards and this was incorporated by
more than twenty six countries, many of which had to make compromises in
order to achieve a minimum standard which was acceptable to the majority.
Through the 1990s as ISO grew in popularity fuelled by government influences,
the standards spread from manufacturing to include service sectors, initially in
product-related services and then into professions, transport, healthcare etc.
Many modifications were made to ISO 9000 in relation to the titles used, the
scope, and the structure of ISO 9000. The titles were changed from being
“models” to “requirements and guidance”, while the scope of the standard was
widened to effect all activities within an organisation that contribute to customer
satisfaction and the structure was modified from

twenty elements to five

elements. This evolved into the ISO 9000:2000 model with the intention of
providing a process-based quality management system for all types of
organisation. ISO now necessitates organisations to identify customer needs and
expectations, manage a series of interconnected processes to achieve these
requirements and to measure, analyse and continually improve performance
(Hoyle, 2001).

2.4.7 Why Organisations are Interested in Achieving ISO Standards

Competitive advantage in business can be achieved in three ways from the
quality management approach. First, the national approach, as seen in the
Japanese quality revolution of the 1950s. Second, what has been referred to as
being the “self-start” approach where an organisation adopts the philosophies of
the pioneers such as Crosby, Deming, Fiegenbaum, Juran etc. The third
approach is the standards approach whereby an organisation adopts the ISO
guidelines which provide an international language of understanding quality
management. One important benefit that ISO provides for an organisation is that
the standards provide many common-sense requirements that may have been
previously overlooked. The standards also force organisations to achieve the
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more difficult elements of the “self-start” approaches to quality by stipulating
these elements as requirements for reaching the ISO standards thereby ensuring
that the organisation cannot cherry pick the elements of quality management
which are most convenient at the time and think they have a true quality system
(Mulder, 1991).

Customers normally purchase on the basis of recommendation or prior
knowledge and in many cases the customer will be unsure that a product or
service meets their requirements until it has been tried and tested for some time.
This uncertainty can be seen as too much of a risk if there is the possibility of
losses in time, financial and more importantly reputation if the product or service
fails to deliver as expected for the customer. ISO is one way of providing
verification to potential customers that the product or service provided by an
organisation will conform to set down standards, thus providing some form of
reassurance to the customer which is likely to increase the supplier’s chances of
winning the contract. This helps to speed up the sales process and reduces the
level of demonstration and advertising required to make the initial sale (Hoyle,
2001; Smith 1992).

2.5 World Class Manufacturing (WCM)
In this section the concept of World Class Manufacturing (WCM) is introduced
with some definitions and discussion relating to how it encapsulates many of the
concepts discussed in earlier sections. The section concludes by outlining the
importance of training throughout all levels of the organisation for WCM to
succeed.

Flaherty (1992) states that it is of no value for an organisation to solely measure
their progress against past performances because the competition is not with
past history but instead an organisation must compete with the best in the current
marketplace. Benchmarking with external organisations and standards is one
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method of establishing world-class performance, whereby internal performance
levels can be set in order to match and exceed that of the competition.

Todd (1995) defines world-class as “being the best in your field in the world”.
Being best in areas such as production standards, product quality, manufacturing
costs, shorter lead times, ability to surpass competitors through innovation and
by providing customer service standards which ensure loyal and long-term
customers. In addition, because the rate of change and competition is so rapid,
continuous improvement is required and there is no room for complacency. Being
“world-class” involves all aspects of the organisation constantly evolving to
improve standards. The principal philosophies required to becoming a worldclass organisation include JIT; TQM and Lean Production. Much overlap
between the philosophies is involved and particular emphasis is placed on
teamwork and eliminating waste of all forms within the organisation. Furthermore,
the emphasis of an organisation can change from time to time. The example of
Toyota is used where initially the Toyota Production System was based
predominantly on JIT with an emphasis on reducing inventories, however, in time
when JIT was mastered the emphasis changed to quality improvements and
product design improvements. The term “world-class” encapsulates what is trying
to be achieved rather than the technique/s used to achieve it as the techniques
may alter over time and it may cause confusion if an organisation suddenly
informs its staff that it is changing from a philosophy of JIT to one of TQM in an
effort to improve profitability (Todd, 1995).

Schonberger (1986) states, that the objective of world-class manufacturing is
continuous and rapid improvement within an organisation. Improvement in costs,
quality, lead times, customer service and flexibility are the ultimate goals which
an organisation must strive to achieve in concert. Schonberger outlines three
main methods behind the WCM concept, namely (i) JIT whereby the flexibility to
make some of every model every day is achieved thus eliminating the need for
inventories, (ii) Total Quality Control (TQC) where the emphasis is on doing it
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right first time and so eliminating waste and speeding up the production process,
(iii) Total preventative maintenance (TPM) whereby equipment and tools are
maintained so frequently and thoroughly that downtime caused by system
failures is minimised and eliminated where possible. In addition, the pattern of
expenditure on tools and equipment changes from replacing to upgrading of
machines thereby achieving higher a return on investment.

The concept of

“mixed-model production” with a lot size of one is achieved through JIT with the
result that production can match sales demands on an ongoing basis thereby
avoiding problems of oversupply of some models while simultaneously suffering
from shortages of other models. Thus, JIT as part of the world-class
manufacturing approach makes it easier for the marketing department to sell the
product knowing that flexibility in product demands can be catered for with almost
immediate effect.

Wantuck (1989) states that machine setup within a manufacturing organisation
literally has to become a “non-event”. Furthermore, the setup actually becomes
part of the production process itself. When this is achieved lot sizes of one can
be achieved and the production of every part every day becomes a reality. Setup
tim'es can be reduced without the need for large capital investments, but rather
by having some ingenuity and a systematic approach.

2.5.1 The Importance of Training for WCM

According to Drummond (1992), “Sustained excellence is not the product of
chance or magic; it has to be developed in a systematic and well-directed
fashion” (p105). The implementation of WCM according to Schonberger (1986)
involves the continual and rapid training of the workforce. Training should be
targeted at shop floor workers and first-line supervisors early on in conjunction
with more senior management. It is important that everyone be involved to avoid
any confusion and false rumours of what is planned. In addition, the floor workers
are the very people who see first hand where problems exist and improvements
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are possible, so leaving them out at the early stages of WCM implementation
could hinder its advancement. Tours of top organisation facilities which have
implemented WCM techniques are an important training exercise according to
Schonberger, but are much more effective if prior understanding of the concepts
is had by the workforce. Internal training is seen as being very important and the
experience of line operators should be imparted to work colleagues. The benefit
of having management involved as trainers is that they get a thorough
understanding of the concepts and how they should work. It also shows a high
level of commitment to the project and not just an attitude of paying “lip service”
and expecting others to do the work. WCM needs to be absorbed into the “day to
day jobs” within an organisation and so the workforce actively needs to be part of
the WCM training group. Formal corporate training and professional societies
have played an important role in educating organisations to the concepts of
WCM, however, Schonberger notes that caution must be taken as not all bodies
have fully endorsed the concepts of WCM.

As stated earlier, the philosophies of JIT, TQM and Lean production are central
to creating a world-class organisation. The concepts and of JIT and TQM have
been outlined in sections 2.1 to 2.4. Lean production, which provided the basis
for developing Lean management will be outlined in the following section.

2.6 Lean Production and Lean Management

This section commences by introducing the concept of lean production and its
development within the motor industry. Lean management and its relevance in
the service sector are outlined. The importance of lean management for motor
retailers is discussed followed by some of the necessary requirements for the
implementation

of

lean.

Cultural

influences

and

difficulties

with

the

implementation of lean are also discussed. Finally, the future for lean within the
motor industry is discussed.
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In a similar manner to quality, the term lean offers differing connotations for
different people. A careful approach to defining lean in a business context is
essential as the term can cause concern for those who do not understand what
exactly is involved.

In the context of production operations Liker (2001) defines lean as “reducing the
timeline from customer order to building and delivering a product by eliminating
waste” (in Vasilash, 2001, p.60).

Becker (2001) states that the term “lean” when used in a business context,
describes a management philosophy involving a set of tools and techniques to
optimise time, human resources, assets and productivity, while improving the
quality of products and services provided to customers.

Smith (1992) states that four major elements are necessary for lean production
(i) matching output to customer demand, (ii) communicating production demands
to employees, (iii) arranging processes into a single, continuous flow and (iv) an
even distribution of work throughout the organisation (production levelling), as
initiated and perfected by Toyota.

In 1985, the International Motor Vehicle Programme (IMVP) was established at
the Massachusetts Institute of Technology to examine the entire process of
vehicle manufacture from assessing the market, product design and engineering,
supply chain coordination, factory operation, sales and service of the completed
product. The term “lean production” was coined by John Krafcik a member of the
IMVP research team by way of clarifying what the concepts of JIT and TQM did,
and more importantly did not stand for (Todd, 1995). The term “lean” was used
because the concept uses less of everything compared with mass production
techniques - less time, space, inventories, defects, investment and human effort,
while at the same time providing a greater variety of products. An endless strive
for perfection and the elimination of all forms of waste are the key drivers for the

55

implementation of lean production systems within an organisation. Forms of
waste including under-utilisation of capacity, excessive work-in-progress (WIP),
slow cycle times, overproduction, and wasteful processes in terms of motion,
transport and conveyancing are ail targeted by lean processes. In addition the
term “lean” arose because most manufacturing organisations were familiar with
the terms JIT and TQM but did not actually understand what was involved. The
approach emphasises the commitment to total quality, teamwork and flexibility
(Joseph, 2006; Todd, 1995; Womack et al., 1990).

While lean manufacturing techniques are applicable to any type or size of
business, there are no guarantees of success. Furthermore, lean manufacturing
is a business strategy and not just a “set of tools” that can be removed from a
box and implemented. Implementation of lean techniques involves the strategic
planning and commitment of senior management along with the understanding
and full participation of all staff at every level within the organisation. Much time
and commitment is required for the successful

implementation of lean

management systems and a “quick fix” attitude by management will ultimately
result in failure. Some of the common problems that organisations encounter
include resignation to an attitude that the lean approach is not applicable for the
business in question and an attitude of “cherry-picking” the more attractive
elements while leaving the more difficult elements out. Contrary to some beliefs
that lean is about reducing staff numbers and then getting less people to do more
work, it is actually about eliminating waste and people are not waste. On the
other hand, how workers are instructed to carry out their job and the facilities
provided for working often creates waste. In a motor dealership, for example, if
technicians find themselves having to wait for parts to be “picked” in the parts
department or if they have to wait for a jobcard to be processed before
commencing a job then the “system” is most likely at fault and not the technicians
(Cave, 2003).
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2.6.1 The Development of Lean Production in the Motor Industry

In the late 1800s and early 1900s the production of motor vehicles was carried
out by skilled craftspeople who carefully hand built the vehicles in very small
quantities. The vehicles were tailor made to suit the particular requirements of
each individual customer with the result that no two cars were identical. This was
known as the “craft-production” system. Some of the characteristics of the craft
production system included:
•

The work force comprised of highly skilled craftspeople

•

Decentralisation of operations was common in that most parts were
produced in small machine shops

•

Extremely low production volumes were the norm

•

Customers received individual attention

Due to the high production costs which did not reduce with volume, it meant that
only the “very well off’ could afford to purchase these cars. In addition, due to the
fact that each car was almost unique it meant that consistency and quality
standards were practically non-existent. Post World War I the automobile
industry progressed to mass production and organisations depending on craftproduction became focused on market niches in the upper end of the market
where buyers wanted a unique vehicle and the opportunity to deal directly with
the factory in ordering their vehicle. Mass production was the system adopted by
Henry Ford in the early 1900s for the production of his infamous Model T car.
The production system was based on the interchangeability of components along
with

the

simplicity with

which

they

could

be

assembled.

To

achieve

interchangeability of components it was necessary that all parts were made to
measure and the same gauging system was adopted for the entire manufacturing
process. In addition, the need for highly skilled craftspeople was reduced as the
cars were standardised and each assembler was assigned a single task on the
production line thereby becoming completely familiar with the task and increasing
the speed of assembly to such an extent that the average task cycle time was
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reduced from in excess of eight hours in 1908 to less than three minutes in 1913.
Instead of skilled craftspeople the emphasis was now on having “fitters” working
on the production line.

In 1910 Ford developed the stationery production line whereby rows of vehicles
were lined up and parts “runners” moved up and down the production line
delivering single parts to assemblers as they needed them. With this method the
cars stood still while the workers moved. The introduction of the moving
assembly line in 1913 reduced task cycle times even further. With the reduction
of costs and the standardisation of the cars Ford was able to increase profitability
whilst reducing the cost to the customer thereby greatly increasing unit sales.
This had a snowballing effect and meant that Ford’s competitive advantage over
the rival car producers was significant. Engineers were assigned to the roles
needed to ensure the assembly line would run smoothly, while at the end of the
production line a specialist carried out quality checks and rework was carried out
by more specialists. In between, the assembly was carried out by relatively
unskilled workers with the minimum of training. Some of the problems associated
with this type of mass production system include:
•

Quality problems were not discovered until the end of the assembly line

•

The assembly line workers were generally low skilled and had no incentive
to improve themselves or make contributions towards improving the
production process

•

Divisions between management and staff became more evident.

By the 1950s three large organisations, namely Ford, GM and Chrysler
accounted for ninety five percent of all cars sold in the United States, however
the competitive advantage was being lost due to the fact that mass production
had by then become standard in many countries throughout the world. By the
late 1950s Volkswagen, Renault, Fiat and Daimler Benz also made the transition
to mass production. During the 1950s European automobile production plants
were experiencing what the Americans had experienced in the 1930s with large
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numbers of unskilled immigrant assemblers working on production lines. This
along with the realisation by staff that the dead-end monotony of mass
production plants was becoming the norm led to much unrest among European
workers during the 1970s and 1980s. Wage increases and reductions in working
hours were the negotiating tools used to maintain the system of mass production.
While this was continuing in Europe the Japanese were developing an entirely
new method which became known as “Lean Production” (Chappell, 2003;
Womack et al., 1990).

Lean production derived from the Toyota production system, as devised by
Taiichi Ohno in the 1950s. The strategy was to provide a full range of vehicles
with a variety of models in contrast to Ford’s attitude of mass producing one
model. The difficulty which Ohno had to overcome was to achieve a compromise
between craft-production techniques which allowed for different models to be
produced, while at the same time being able to have the output capabilities
similar to mass production techniques to meet the growing demand. In addition,
Ohno was restricted by capital budget constraints which meant that unlike the
large Western car manufacturers who used large numbers of different presses
and tooling to manufacture different components, Toyota’s production system
involved using a small number of presses and tooling to manufacture a wide
variety of parts. The challenge was to be able to simplify the alterations required
to the tools and presses so that the changeover to producing different
components for different models could be done within minutes. In addition, this
changeover work could be carried out by the production staff who in massproduction systems had to wait for a team of specialists to complete the
changeover. Two main benefits arose as a consequence of this new ability to
make small batches of parts. First, the need for carrying large inventories was
eliminated and, second, and even more importantly any mistakes in the
manufacture of the parts showed up almost instantly. This resulted in less waste
caused by large inventories of faulty goods being discovered too late and the
earlier detection meant that the awareness of staff increased the quality
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standards. Involvement by all staff in production improvement ideas was crucial
to the process and teamwork was essential. The lean production approach was
extended to the purchase of components from outside suppliers. With the
changing consumer demands of the 1960s onwards and the need for variety of
products, new technologies and reliability the Toyota production system had a
competitive advantage over mass-production systems (Womack et al., 1990).

Mitchell (2005) contends that traditional mass production methods focused on
achieving maximum utilisation of assets such as plant and machinery or human
resources, in an effort to reduce production costs to a minimum. In doing this,
however, mass production had the negative effect of increasing hidden or indirect
costs such as storage space and the risk of obsolescence which resulted in lower
selling prices and increased marketing spending and promotions to try and move
these stocks. Lean production, on the other hand, aims at maximising the return
from assets while at the same time eliminating stocks.

Today, Toyota has the ability to produce vehicles in twenty hours from start to
finish and are capable of rolling a finished car off the production line every fifty
five seconds. Employees have fifty five seconds to install components as the
vehicle moves along the production line and parts are delivered just-in-time to be
installed at each point along the production line. In effect, Toyota can produce
higher quality cars while using fewer worker-hours, lower inventories and with
fewer defects than its competitors. It is advocated that the reason for the success
of Toyota is due to the Lean Manufacturing techniques based on the Toyota
Production System (Davis Media, 2006).

In addition to having the ability to produce higher quality cars in shorter timeperiods, other factors must be considered in order to create sustainable
competitive advantage. Satisfying customer demands has always been central
to creating a competitive advantage and car manufacturers are attempting to
customise vehicles to specific customer orders in an effort to reduce inventory
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costs and the risk of stock piles due to mass produced slow selling vehicles. This
involves being able to reduce the waiting times from order to delivery to an
acceptible level and allowing for some flexibility in the ordering system so a
customer can make slight alterations to car specifications right up to the time
when production commences. The advantages are twofold, first, the customer
gets the vehicle they wanted with the specification desired (within reason), and
second the actual cost of the vehicle may be reduced as only the specific
requirements of the customer are fitted and unnecessary components which the
customer perceives to have no utility benefit are excluded (Fahey, 2004).

Teresko (2007) states that lean is now the mantra of car manufacturers and,
furthermore, the concept of manufacturing has evolved from one of mass
production to mass customisation. Lower numbers of unique vehicle platforms
along with the ever increasing range of products and new model introductions
within the automotive industry necessitates a requirement for the coordination of
lean practices between the design and manufacturing functions of the automobile
producer. Schrage contends that “one of the responsibilities of engineering is to
design the quality into the product from the beginning” (in Teresko, 2007 p.36).

2.6.2 Lean Management and the Service Sector

Lean principles dictate that organisations are capable of doing two contradictory
things. They can create value for customers or alternatively they can create
waste (muda, as referred to by the Japanese), which as described in earlier
sections can be defined as anything that does not add value to the product or
service as perceived by the customer. The key to lean management, is therefore,
to continually improve customer value while eliminating wasteful practices. Some
automobile dealers have become involved in mapping the process which a
customer must do in order to have service or repair work carried out on their
vehicle. The mapping involves everything that the customer has to do to find the
particular service provider, to making the appointment, travelling to and checking
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the car in at the designated appointment, how the service was performed,
handover of the car post service, and finally travelling home. When comparisons
were made between how much time and effort the customer had to spend in
having the car serviced as compared to the time spent by the technician actually
working on the car it was estimated that on average the customer spent two
hours of their time, while the garage spent three and a half hours conducting their
part of the service.

Further investigation found that the actual value adding portion of the time from
the customer’s point of view was less than one hour. Inefficiencies such as
technicians waiting for job cards, waiting for parts, awaiting authorisation for
additional work and locating special tools etc, all contributed to the wasted time
involved in providing the service. It is this type of analysis which has driven the
recent interest in lean management principles for the service sector of the motor
industry. By analysing the entire service process it is possible to make
improvements that both simplify and enhance the customer efforts required along
with improving procedures within the garage itself to reduce the forms of waste
identified. It is estimated that the net effect of implementing lean techniques in
the service sector can reduce by at least half the time and effort required by the
customer in obtaining the service, thereby generally making the experience more
pleasant and acceptable. In addition, from the point of view of the service
provider, those who have implemented lean techniques found that it increases
productivity and output, which in turn leads to increased profits and reduced lead
times which contribute towards increased customer satisfaction levels. “Lean
consumption” is the new term being applied to the way in which organisations
aim to add value by improving customer processes simultaneously with
improving their own processes (Mitchell, 2005).

Womack & Jones (2005) take the process mapping a step further and create the
“value stream” which involves the creation of both “consumption maps” and
“provision maps”. The consumption maps document the processes which the
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customer must go through to have the service fulfilled. This includes all the steps
from sourcing the most suitable repair facility, making the appointment, dropping
off and collecting the car, etc. The provision maps outline each step in the
process the service provider must conduct to complete the service, from
answering the customer’s booking call, to meeting the customer and opening the
job card, to repairing the vehicle, phoning for authorisation of additional work,
invoicing etc. By connecting the two maps a value stream is created which tracks
the entire process from both the perspective of the consumer and the retailer.
Furthermore, with regard to the provision of services, Womack & Jones (2005),
state that consumption is a process rather like production, and for the
implementation of lean processes a company needs to start with the end
customer and work backwards. The customer contributes much time and effort in
having a service carried out, for which there is no compensation. A successful
consumption process from the customer’s viewpoint always seeks to minimise
this “waste”, which can be viewed from the customer’s perspective as being
“unpaid work” on their part.

Womack (2006) suggests, because production standards of motor vehicles have
improved, brand quality is no longer the differentiator that ensures customers
return to the same retailer. He contends that the standard of customer care will
prove to be the only real differentiator for motor retailers in future. Furthermore,
this differentiation will be achieved through solving the problem of the large
investment of time and effort that time-constrained customers are required to
input when purchasing what is viewed by many as being a relatively straight
forward service (in Chappell, 2006).

Jones, (2005), states that for the customer, having a car serviced can be a
particularly annoying experience. Often the car has to be left overnight or
returned at a later date to have the work completed. The unavailability of parts at
the required time is a major contributor to the delays in having repair work
completed. Right first time, on time is the concept which service providers in the
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motor trade should be working towards. Jones describes how car dealers who
adopt this approach need to make more accurate diagnosis where possible by
having skilled service receptionists asking the right questions when taking a
booking, so as to be able to understand the problem more thoroughly. In most
cases, the relevant parts can then be identified and ordered before the car ever
arrives at the garage and the availability of the required parts means that the
technician is able to complete the repair first time (in Brown, 2005).

Furthermore, as documented by the International Car Distribution Programme
(ICDP) in Europe and North America there is an 80% chance of getting a vehicle
repaired first time and only a sixty percent chance that a repair job will not be
completed fully in the promised time. Pre-diagnosis involving the gathering of
necessary information by service personnel prior to the vehicle actually arriving
at the garage for the repair is crucial in reducing customer waiting times and
allows for more effective scheduling of work for the workshop (Womack & Jones,
2005).

Joseph (2006) states that between twenty and fifty percent of all operating
expenses can be attributed to materials handling and that this can be reduced by
up to thirty percent with effective layout of the facilities. Poor layout contributes to
four major wastes within the service sector (i) waiting for work, (ii) unnecessary
movement of staff, (iii) unnecessary transport of products required in the service
operation and (iv) excessive inventories. These forms of waste can be controlled
by minimising handling distances, reducing work in progress, obtaining a smooth
workflow and by generally developing a lean facility design where practical.
Furthermore, Joseph (2005), states that a system of 5Ss is necessary for the
implementation of lean operations within a workplace. The 5Ss stand for sort,
straighten, shine, standardise and sustain. These summarise what is required by
an organisation to eliminate unnecessary clutter, standardise work practices and
minimise inventories at workstations. This generally leads to a more compact
workplace layout with all the necessary tools and supplies at hand to the worker
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in a timely manner. The overall effect of implementing a system based on the
5Ss is increased productivity and quality along with reduced waste which in turn
results in shorter waiting times, better utilisation of the workshop space, improved
employee working conditions and job satisfaction. All these contribute to the
overall profitability of an organisation either directly through improved output, or
indirectly for example by reducing recruitment and training costs due to a more
stable workforce, and increased customer satisfaction and loyalty. The effect of
adopting lean working principles is, therefore, crucial to the creation of a
sustainable competitive advantage over competitors. In recent years with the
advent of Block Exemption by the EU creating sustainable competitive advantage
is essential for survival as a motor retailer (Cave, 2003; Griffiths, 1994).

Marushin (2004), states that while the term “lean” is associated by many people
as having an objective of trying to reduce inventory and get rid of people, the real
aim is exactly the opposite. The objective of lean is to increase the capability and
productivity of the workforce, thereby improving the business as a whole.
Furthermore, uncovering the untapped knowledge and capabilities of all staff
members is key to developing a lean system (in Drickhamer, 2004).

Rinehart (1999) contradicts the view put forward by Marushin, stating that
“wherever it operates, lean production strives to operate with minimal labour”.
Furthermore, he contends that, with lean production, management expect an
understaffed workforce to make up for production problems, unbalanced
production schedules, line stoppages and absenteeism through intensified
working effort. Rinehart associates some of the process implemented by Toyota
as being akin to “Taylorism” whereby production is planned and managed from
the top and relentless pressure is exerted on employees to perform. Lean
production is adapted more fully in greenfield sites where location and workers
are carefully screened and where threats of business closure and unemployment
are real due to severe competition and falling markets according to Rinehart.
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Smalley (2004) sees manufacturers developing a broader understanding of lean
and the importance of creating a lean value stream. Smalley suggests that: “lean
is the shortest end-to-end value stream but with the highest quality, lowest cost
and shortest delivery”. Furthermore, lean is a “total system” and the value stream
for each product must be mapped in order to implement the complete lean
system of production (in Drickhamer, 2004).

2.6.3 The Importance of Lean Management for Motor Retailers

in 1999 John Kiff and Dave Brunt, two researchers with the International Car
Distribution Programme (ICDP), put forward theories of how lean management
could be translated from factory situations into automotive service repair facilities.
They began with auto body shop procedures and followed with service
workshops. Kiff coined the phrase “from hunting to farming” to describe how
dealers needed to develop continuing relationships with customers (“farming”) in
order to grow their business and their margins. He described as “hunting” the
once-off type transactions which dealers commonly conducted with customers.
Furthermore, he contended that the place to start “farming” was in the area of
service provision, where most dealers lose their customers as soon as vehicles
are out of warranty, (in Womack and Jones, 2005).

Hines et al, (2002) conducted research to investigate what customers really want
from the car retailer under the three main functions offered by the retailer (i) new
car sales, (ii) second-hand car sales and (iii) after-sales service. The research
was conducted within an individual motor retailer in Wales during 2001 and had
as its primary goal the development of a framework for the successful
implementation of a lean approach. In relation to car sales, research showed that
while used car buyers tend to be more price and payment term conscious, new
car buyers are concerned more with the facilities, staff and after-sales service
provided by the retailer. The importance of this finding lies in the fact that these
are areas which can be directly controlled by management within the dealership
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(as opposed to elements such as brand product range which is outside the
control of the retailer and determined by the manufacturer), thereby providing
huge opportunities for improving customer satisfaction and retention through the
implementation of lean management techniques.

The strategic role of servicing in determining the customer’s choice of dealership
is also highlighted. Hines et al, (2002) observe that customers can be divided into
two main clusters. The first cluster accounting for excess of ninety percent of
customers and these tend to place high regard towards the dealership’s
reputation, quality of staff, and the quality of after-sales service provided. The
second largest cluster represents approximately five percent of customers who
view product characteristics and pricing as being more important factors. Again,
this highlights the influence lean processes can have over the elements defined
as being essential for retention of the larger cluster of customers.

In terms of sales a distinction is made between price, which the retailer has little
influence over, and service, which the retailer has much influence over. In
relation to after-sales, nine important attributes are identified, the most important
of'which being quality, with others such as reputation, price, courtesy car
availability having less weight, yet still important. These are all areas which the
management has direct influence over and so the possibility for improvement in
these areas is vast. So called “big picture maps” were used to highlight the main
activities involved in the dealership (i.e. sales, service, parts supply valeting),
while “process activity mapping” was used to break down each activity into the
relevant stages for analysis under the headings of operation, inspection, delays,
and transport. In addition to the traditional manufacturing approach of classifying
operations simply as being value adding or waste, each process in the service
and retail business needs to be further analysed. This is achieved by classifying
activities as being value adding, future value adding, supporting activities, and
waste. The activities identified as being waste are definitely non-value adding
and so should be the primary target for elimination, whereas the support and

67

future value adding activities need much more analysis to make the necessary
refinements.

Following from observations made during the “mapping” of activities within the
motor retailer, Hines et al. (2002) coined the term “98% delay rule” in order to
highlight their finding that delays represented 98% of the time consumed within
each

process.

Furthermore,

the findings

indicate the similarity between

manufacturing and service organisations with regard to time costs for each
process within the business. The remaining 2% of time is attributed roughly fiftyfifty between operation and other activities. The vast scope for time reduction
within processes is, therefore, highlighted. “Value stream mapping” is used to
provide additional information to identify the “bottlenecks” responsible for the
delays. As a result of “quality mapping” it was detected that one sixth of new cars
sold had to return with warranty claims. Additionally, and of grave concern for
after-sales departments approximately one in twenty cars had to return to the
workshop for rework following servicing or repair. As far as interaction of
processes between different departments is concerned within the car dealership,
Hines et al. conclude that the two major “bottlenecks” are created in the service
and valeting departments. The opportunity for waste reduction in these areas is
significantly greater than other areas of the dealership. The “profit potential” of
the departments when leaner systems are implemented was investigated from
three points of view: (i) waste reduction by creating leaner internal processes, (ii)
increasing the perceived customer value of the product / service, and (iii)
increased market share, which resulted from the positive effect of the first two. A
“multiplier effect” also comes into effect whereby larger market share through
increased car sales leads to higher numbers of cars for servicing. On the other
hand, the provision of higher quality service, leads to better customer retention
and increased car sales through loyal customers.

The commonly held view that the sales department sells the first car and the
service department sells all subsequent cars to a customer would appear to hold
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true. Braden (1977) states that many studies have shown that a strong
relationship exists between a customer’s experience when having their car
serviced and their decision to purchase another car from the dealer doing the
service work. Furthermore, Bernacchi, et al, contend that the single best way to
drive customers away is to keep them coming back to have the same problem
fixed (in Davidow & Bro, 1990).

2.6.4 The Future for Lean

Womack (2004), states that the future is positive for organisations which adopt
the lean approach. In addition, he predicts that if everybody took advantage of
lean then the world could double or triple productivity as a whole, thereby making
the world better off. A real difficulty for lean is that the visionary leaders who
instigate the processes will inevitably move on to other managerial roles and so
the long-term commitment and drive required by management for the lean
process may be difficult to maintain (in Drickhamer, 2004).

Prior to the introduction of the new block exemption rules, Griffiths (1994)
predicted that throughout the EU, the lifting of the automobile industry’s block
exemption from the type of competition that other industries are subjected to,
along with commercial pressures forcing the restructuring of franchised motor
retailers would force the implementation of lean principles onto both car
manufacturers and dealerships. Furthermore, some manufacturers in Europe had
already begun the change in order to reduce overheads. This prediction has
proven to be quite accurate as a growing number of car retailers either already
have or are currently involved in implementing lean management techniques
throughout Europe.

Implementing Lean
Liker suggests that the most effective method of conducting a lean assessment is
to “follow a piece of material from the start, through the manufacturing processes.
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through the assembly, into a product, then ready for delivery to the customer,
observing how long it takes, how much of the time it is being processed and how
much time it is just sitting around waiting” (in Vasilash, 2001, p.60).

Harbour (2001, p.14) advocates that the implementation of lean involves four
phases:
(i) Organisational development, during which the foundation for cultural and
organisational behavioural transformation is established.
(ii) Discipline building, where transformation begins at shop floor level and
improvements in quality are realised.
(iii) Tool use, where improvements in inventories, productivity and cost reduction
accelerate the rate of quality improvements.
(iv) Continuous improvement throughout all aspects of the business.

Womack (2005) contends the main reason why the best Japanese automobile
manufacturers were successful at implementing lean was due to the quality of
management and the fact that they had the ability to define, analyse and improve
all processes within the organisation.

Difficulties with Implementing Lean
"Going lean is a tedious process full of costs and management challenges.
Efforts are sidetracked easily, and results can be misinterpreted. Solutions are
counterintuitive. Workers are frequently resistant, and failures are common”
(Chappell, 2002, p.2)

Liker contends that developing a lean organisation takes considerable time, up to
ten years in some cases. This causes problems in that many managers want to
see more rapid results and are looking for quick solutions to specific problems
encouraging them to skip from one methodology to another with the result that
“nothing really sticks”. Excessive time spent analysing, planning and discussing
the implementation of lean procedures, instead of actually implementing the
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system is sighted as being a significant factor of why so little actually gets
implemented and why it takes so long. Furthermore, momentum is lost due to the
fact that many managers do not stay in the same role for the considerable time
needed to fully implement the lean processes. A mentality of “cherry-picking” the
favoured elements and avoiding the less favoured elements is identified as being
another contributing factor to the limited success in some organisations (in
Vasilash, 2001).

Slater, a consultant in lean management processes acknowledges that lean
management is not easy for some organisations to accept. Furthermore, some
managers attempt to find a “lean fix” to particular bottlenecks by cherry-picking
some lean elements without considering the entire lean culture. Slater contends
that success is not possible by just changing one aspect of a business and
leaving everything else the same. This type of management attitude just wastes
money and the business ends up back where it started (in Chappell, 2001).

Harbour, (2001) supports the opinion of Slater which suggests that lean must be
implemented throughout all activities of an organisation. He cites an example of a
manufacturing business focusing their lean efforts on reducing inventories but
being unprepared and unable to cope with fewer supplies on hand. In many
cases, if first attempts to becoming lean fail the organisation returns to its
traditional ways of working and try to come up with some new lean tools to
implement. These processes can produce some short-term results, however,
improvements are not sustained because the true concepts of lean production
are not understood. When these tools fail the cycle is repeated, the overall result
being that the organisation sees lean as a failed exercise. In addition. Harbour
supports the view that lean systems take a long time to implement fully. The
length of time involved depends on the commitment of everyone in an
organisation, from the top down.
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Dixon (2007) suggests the most common reason why lean programmes fail is
due to a lack of persistence once difficulties arise during the project. Another
reason for failure is a resistance to change by staff due to a lack of
understanding as to what is expected. This can be resolved by providing
adequate training and guidance. This is closely associated with a stable and well
trained workforce which is necessary for successful implementation of lean
procedures.

Distractions

are

also

identified

as

causing

difficulties

for

implementing lean. These include fluctuations in business activity levels, quality
standards and staff numbers, which provide excuses for those who are not
positively committed to lean implementation.

Womack (2005, p.28) acknowledges that lean is a slow process and this can
create a difficulty for Western managers who like fast action. He states “lean is
not a destination but a journey, a really long journey”. Furthermore, he points out
that a major problem for the implementation of lean is that there are not enough
what he refers to as “sensei” (meaning great teacher).

2.6.5 Culture and Lean

Richardson (2007) states that an organisation must not view lean as a special
programme to be introduced. Furthermore, becoming “truly lean” requires a
fundamental

philosophical

and

cultural

change.

It

necessitates

senior

management to lead by example and ensure lean procedures permeate all
activities within the business.

Schrage (2007) contends that positive workplace culture is fundamental to the
pursuit of excellence and continuous improvement within an organisation.
Furthermore, people must be receptive to input from different sections and
people within the organisation and the ability of management to demonstrate
openness towards contributions from staff at all levels within the organisation and
implement appropriate suggestions regardless of who initiated the idea provides
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a good indication of how well lean has been engrained into the culture of an
organisation (in Teresko, 2007).

Liker states that “you can’t simply rearrange the furniture and expect the plant to
change. You’ve got to change the culture too’’. The staff must accept lean and
not just have it forced onto them. Lean practices must become fundamental to
the way things are done. The real differentiator for identifying a genuine lean
organisation is whether there is a culture of continuous improvement or not (in
Vasilash, 2001).

Michael Hirsch of Sachs Automotive states that some workers are very pleased
to make their surroundings more efficient. Furthermore, he stresses the fact that
a company’s top management must really embrace lean in order for it to work
within an organisation (in Chappell, 2002).

Russ Scaffede of Donnelly Corp, the supplier of automotive components puts
forward a view in agreement to that of Hirsch, stating that the support for lean
operations must start at the top of an organisation and work its way all the way
down through the ranks. In addition, “lean thinking and doing must be kept at day
after day’’. In relation to workers reverting to traditional behaviours when
something goes wrong, Scaffede states that “it isn’t until the lean approach is the
natural way of doing things that this behaviour won’t occur” (in Vasilash, 1998).

Ewens et al. (2005) state that lean systems require management and shop floor
personnel to adopt new synchronised work practices in relation to the elimination
of waste, problem solving,

and continuous improvement techniques so as to

increase activities within the organisation which create value for customers.
Furthermore, new mindsets may be required to provide more flexible and efficient
operations. In agreement, Convis (2007) suggests, within an organisation each
succeeding workstation or department must be seen as a customer. This
facilitates the development of a “customer first” ethos, which is recognised as
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one of the fundamental concepts of lean. Additionally, this develops a culture of
teamwork throughout the organisation.

Convis

(2007)

contends,

the

human

dimension

is the

most

important

consideration for the success of lean management. Furthermore, the most
important role of management is to guide and motivate staff at all level to work
together with goal congruence. Conner (2001) suggests management within
most organisations place significant emphasis on managing physical assets and
materials from a business perspective. In many cases, however, short-sighted
managers can place little emphasis on the human

resource within an

organisation. Furthermore, some managers pay very little respect to personnel
and often they may be considered by management to be an easily replaced
resource. This attitude by management creates negative feelings and a lack of
mutual respect which is essential for creating a lean culture. In agreement with
Conner, Bicheno (2004) suggests that the “below the surface” element of an
organisation is much less tangible, however, it generates substantially more far
reaching effects than the apparent organisation which is visible to all.

Training is central to creating an environment where staff is willing to adopt the
changes necessary to introduce lean procedures. The level and quality of training
is central to the successful implementation of lean management within an
organisation. Conner (2001) suggests the traditional attitude has been to
delegate training to someone else, usually a dedicated trainer outside the
organisation. This approach, however, is not sufficient when it comes to lean
techniques. It is essential that management accepts responsibility and become
directly involved in the training of staff towards lean thinking. In agreement,
Richardson (2007) contends that consultants can help guide management within
an organisation with implementing lean practices, however, senior managers
who obtain the services of consultants need to understand that the consultants
cannot implement lean, the managers must do it themselves.
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2.6.6 Tools for Implementing Lean Management in the Motor Industry

Many different tools are used for the implementation of lean. Some of the most
relevant tools used for the motor retailer are briefly described in this section
beginning with analysis tools used to assess existing procedures, followed by
tools which can be implemented to improve current practices.
Mapping and Audits
Mapping and auditing are significant tools used during the implementation of lean
management within an organisation. Bicheno (2004), however, states that all
analysis and mapping must be regarded as waste unless it leads to action and
improvements. He contends that mapping gives a useful overview of systems
and assists with the selection of priorities which require attention. Mapping
should be based on four elements: ideal state, current position, future position
and an appropriate action plan. Furthermore, Bicheno states that it is important
to remember that “doing mapping is not doing lean” and people must avoid
“paralysis by analysis” (p.68).

Bicheno (2004) outlines a “mapping team” ideally consisting of seven to nine
people and comprising the relevant manger or supervisor, workshop personnel
and an experienced mapping facilitator or consultant. Mapping should be carried
out on an average representative day, and the facts must be recorded accurately
as seen on the day. An attitude of “today is not a usual day” must not be adopted
when recording the data.

Value Stream Mapping
Value Stream Mapping is a Service Mark of the Lean Enterprise Institute. A value
stream map is a visual tool used to identify all activities involved with a particular
process and highlight the value-added and non value-added activities. A set of
symbols and data boxes are used to represent different stages within a process,
from beginning to end. The map shows both material and information flows

75

through a closed loop commencing with the customer order and working through
to delivery of the product or completion of the service for the customer. A timeline
is shown and corresponds with the different stages in the process. Before a
process is altered, it is important to document the existing condition so as to
visualise what otherwise might go unnoticed. If the current processes are not
understood, then it is difficult to make worthwhile decisions about how the
processes should operate in future. Furthermore, it is the non-value adding
activities which usually go unnoticed Conner (2002).

Spaghetti Diagrams
Spaghetti diagrams are used to track the movement involved in producing a
product or delivering a service. They are recognised as effective tools for
establishing the most logical movements through a process. It is a very simple
tool and yet very effective in highlighting wastes of transport and motion within a
process. Concentrating on one individual process at a time a sketch is produced
to trace each movement of the product or service provider during the process
from start to finish. The spaghetti map is traced onto a drawing of the work area
so it is obvious where improvements can be made. Wasteful movement and poor
layout are easily identified using spaghetti diagrams, so they are commonly used
as a shock tactic by lean consultants to highlight the total waste of motion over a
given time period (Bicheno, 2004; Conner, 2001).

Process Activity Mapping
Process activity mapping is a very detailed approach and is used to analyse
individual tasks within the overall process. While the value stream map will
record in hours and minutes, process activity maps record in minutes and
seconds. Every step involved in the manufacture of a product or the delivery of a
service is analysed and symbols are used to highlight different functions such as:
operation, delay, move, store, inspect and rework. The process is thoroughly
analysed stage by stage, which highlights wasteful actions. This mapping
generally shows up rework procedures which beforehand were unknown to
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management. Video recording or digital photographs are commonly used to
support the process maps (Bicheno, 2004).

Customer Fulfilment Reporting
Customer fulfilment reporting is an important tool especially when implementing
lean management within a service oriented organisation. Brunt (2000) defines
customer fulfilment as delivering a service right first time and on time.
Additionally, he contends that in order to eliminate “fulfilment failures”, the entire
process of vehicle servicing needs to be analysed and streamlined instead of
attempting to improve individual steps. Brunt places special emphasis on
monitoring “customer fulfilment”, which involved the tracking of vehicles to
analyse if they were being delivered to the customer right first time, and on tim.e.
Furthermore, the cause of any failure in customer fulfilment needs to be
investigated and eliminated (in Womack and Jones, 2005).

Pre-diagnosis
Pre-diagnosis creates a more precise profile of the customer, the vehicle and the
work required. Womack & Jones (2005) attribute many of the problems which
arise in relation to servicing of motor vehicles with a failure to pre-diagnose the
problems with the vehicle and an inability to gather the necessary information at
initial contact with the customer. Furthermore, the lack of adequately trained and
knowledgeable front-line service staff with the required technical background to
be able to ask the relevant questions so as to gather information which allows an
informed opinion regarding the nature of the problem reduces the chances of
accurate provision of the correct parts and time being available to ensure the
vehicle is repaired on its first visit to the workshop. “There is no link between the
two tasks of talking with the customer and fixing the product” (p.76).

An important factor in improving the “consumption process” is the reduction of
wasted time for all parties i.e. the customer, the staff and the company as a
whole. Womack and Jones (2005) advocate that by taking extra time at the
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outset to ask the correct questions along with the correct scheduling of work and
customer appointments less time is wasted for everyone involved. The customer
does not have to return to have repairs completed on the vehicle and the
administration work required of the staff is reduced also. Technicians have
increased levels of satisfaction from knowing that the work has been completed
fully within the time allotted. From management’s point of view, more time is
spent creating value, thereby increasing overall efficiency and reducing stress
levels.

2.7 Summary
Lean management has evolved from methodologies developed initially in terms
of manufacturing industries. In this chapter the background and development of
lean management were presented commencing with the concept of Just-In-Time,
followed by Total Quality Management and World Class Manufacturing. The
concept of lean production was outlined, its development within the motor
industry and its evolution towards lean management.

Arising from the literature review, is evidence that lean philosophies and
techniques have a significant relevance within the motor industry. The literature
suggests that the philosophy of lean management can be applied to all elements
of the motor industry, from manufacturing and distribution to retailer level.
Furthermore, lean management has a substantial role to play within service
organisations. The literature also suggests that lean management can be applied
to almost any industry within both private and public sectors. Jones and Mitchell
(2006) contend when applied to healthcare, lean techniques results in increased
quality and safety standards, reduced waste and costs and increased staff
morale.

Arising from the literature review, it is also clear that research on the
implementation of lean management in the context of Irish motor dealerships is a
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relatively unexplored area. The contribution of this study is an attempt to fill this
gap, through an assessment of lean management procedures within the Audi
and Volkswagen dealer network in Ireland. Questions which arose from the
literature review provide the basis for an interview guide used by the author when
interviewing participants from dealerships to gain an insight into their experience
of lean management, the findings of which are presented in chapter 4 of this
study.
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Chapter 3

RESEARCH METHODOLOGY
3.1

Introduction

According to Easterby-Smith et al. (1991), ‘research design’ is more than the
methods by which data are collected and analysed. It is the overall configuration
of a piece of research: what kind of evidence is gathered from where, and how
such evidence is interpreted in order to provide good answers to the basic
research question. In the current study, the findings of the chosen research are
those of ten motor dealerships and one representative within the Volkswagen
and Audi distributor group in Ireland. In choosing a research design, Buchanan
(1980) suggests that the researcher must be prepared to use his own judgement
continually — as this is one of the most important outcomes from the use of
research projects (Buchanan, 1980). Furthermore, Easterby-Smith et al. advise
that it is unwise to conduct research without an awareness of the contextual
philosophical and political issues. They argue that it is possible to give advice
about research methods but this, however, can rarely be definitive (1991). Some
of the philosophical issues involved in choosing a qualitative approach are
discussed below.

A number of authors point to the philosophical requirements in relation to
research design. Easterby-Smith et al. (1991) suggest that having knowledge of
philosophy can help the researcher to recognise which design will work and
which will not. Morgan and Smircich (1980) observe that the appropriateness of a
research approach “derives from the nature of the social phenomena to be
explored” (1980, p.491).

Burrell and Morgan (1979) state that all organisation

theorists approach their work with a ‘frame of reference’ consisting of a series of
assumptions, whether they are explicitly stated or not. According to Miles and
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Huberman (1994), these assumptions come from theory and experience and
often from the general objectives of the study envisioned.

3.2

Qualitative Evaluation Methods

Two major theoretical perspectives have dominated the social sciences. One,
positivism, traces its origins to the social theorists of the nineteenth and early
twentieth centuries and especially to Comte and Durkeim. The positivist seeks
the facts or causes of social phenomena with little regard for the subjective states
of individuals. Positivistic views hold that the social world exists externally, and
that its properties should be measured through objective methods “not inferred
subjectively through sensation, reflection or intuition” (Easterby-Smith et al.,
1991, p.22).

The second theoretical perspective, which, following the lead of

Deutscher, is described as phenomenological, stems most prominently from the
work of Max Weber.

The phenomenologist is concerned with understanding

human behaviour from the actor’s own frame of reference. The phenomenologist
examines how the world is experienced. For him or her, the important reality is
what people imagine it to be (Bogdan & Taylor, 1975). The phenomenologists
focus on how we put together the phenomena we experience in order to make
sense of the world and, in so doing, develop a world view. Accordingly, there is
no separate (or objective) reality for people. There is only what people know
from their experience and what meaning they apportion to that. The subjective
experience incorporates the objective world as well as the person’s reality
(Patton, 1990, p.69).

Since positivists and phenomenologists approach problems in different ways and
seek

different

answers,

their

research

will

typically

demand

different

methodologies. The positivist searches for ‘facts’ and ‘causes’, through methods
such as survey questionnaires, inventories, and demographic analysis, which
typically produce quantitative data and which allow him or her to statistically
prove or disprove relationships between variables. The phenomenologist, on the
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other hand, seeks understanding through such qualitative methods as participant
observation, open-ended interviewing, and personal documents. These methods
yield descriptive data which enable the phenomenologist to “see the world as
subjects see it” (Bogdan & Taylor, 1975, p.2).

Qualitative methods in management owe their origins most directly to the
ethnographic and field-study traditions of anthropology and sociology.

More

generally, the philosophical and theoretical perspectives that underline qualitative
methods include phenomenology,

symbolic interactionism and

behaviourism, ethnomethodology and ecological psychology.

naturalistic

An integrating

theme running through these perspectives is the notion that the study of human
beings is fundamentally different from other scientific inquiries, such as
agricultural and natural sciences (Patton, 1990).

As mentioned above, qualitative methods have their philosophical origins in
phenomenology or subjectivism (Burrell & Morgan, 1979).

A phenomenologist

views human behaviour as a product of how people interpret their world. The
task of the phenomenologist, and of qualitative methodologists, is to capture this
process of interpretation (Bogdan & Taylor, 1975). Van Maanen (1983) defines
qualitative methods as an “array of interpretative techniques which seek to
describe, decode, translate and otherwise come to terms with the meaning, not
the frequency, of certain more or less naturally occurring phenomena in the
social world” (1983, p.9).

Mason (2001) comments that qualitative interviewing is founded on interactive
talk, and she adds that “some of the enthusiasm for the [qualitative interviewing]
method which has emerged in recent years is undoubtedly a reaction against the
asking of questions in less interactive ways, from example through postal
questionnaires and structured questionnaire surveys” (2001, p.236).

This

concurs with Fontana and Frey (1998) who suggest, “as long as many
researchers continue to treat respondents as unimportant, faceless individuals
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whose only contribution is to fill one more boxed response, the answers we, as
researchers will get will be commensurable with the questions we ask and with
the way we ask them.... The question must be asked person-to-person if we
want it to be answered fully (Fontana & Frey, 1998, p.73).

Qualitative

methodologies refer to research procedures, which produce descriptive data:
people’s own written or spoken words and observable behaviour. According to
Bogdan and Taylor (1975), this approach directs itself at settings and the
individuals within those settings holistically: that is, the subject of the study, be it
an organisation or an individual, is not reduced to an isolated variable or to a
hypothesis, but is viewed instead as part of a whole.

Bogdan and Taylor also

argue that the methods by which we study people affect how we view them.
They add that when we reduce people to statistical aggregates we lose sight of
the subjective nature of human behaviour.

Qualitative methods allow us to

understand people personally and to see them as they are developing their own
definitions of the world.

We experience what they experience in their daily

struggles with their society (Bogdan & Taylor, 1975). The MORI Social Research
Institute (2002) asserts, “the strengths of qualitative research are that it allows
issues to be explored in detail and enables researchers to test the strength of
people’s opinion, and the reasons why’’ (MORI, 2002, p.1).

The philosophical roots of qualitative methods emphasise the importance of
understanding the meanings of human behaviour and the social-cultural context
of social interaction. The phenomenologist, therefore, views human behaviour —
what people say and do — as a product of how people interpret their world. The
effective comprehension of behaviour requires empathic understanding or an
ability to reproduce in one’s own mind the feelings, motives, and thoughts behind
the actions of others.

In order to grasp the meanings of a person’s behaviour,

“the phenomenologist attempts to see things from that person’s point of view”
(Bogdan & Taylor, 1975, p.14).
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According to Marshall and Rossman (1989), those who conduct qualitative
research face a challenge: There are no explicit, guaranteed recipes to follow for
bringing together a coherent, convincing, winning research study. Proponents of
qualitative research designs do best by emphasising the promise of quality,
depth, and richness in the research findings (1989). Geertz (1973) recommends
that researchers, who are convinced that a qualitative approach is best for the
question or problem at hand, must make a case that Thick Description’ and
detailed analysis will yield valuable explanations of processes. Cuba and Lincoln
(1981) concluded that qualitative methods are preferable to quantitative methods
when the phenomena to be studied are complex human and organisational
interactions and, therefore, not easily translatable into numbers.

When

researchers use such methods as interviewing, observation, use of non-verbal
cues and unobtrusive measures they use tacit as well as propositional
knowledge to ascribe meaning to the verbal and non-verbal behaviour that is
uncovered (Guba & Lincoln, 1981).

Qualitative data have been described by quantitative researchers as ‘soft’,
‘unscientific’ and ‘non-reproducible’; while to the qualitative researcher neither
the data nor the method are neither ‘soft’ or ‘unscientific’, but are ‘rich’. Fineman
and Mangham (1983) suggest that, in their experience, many research studies
have been saved by the ‘soft’ qualitative parts, rather than by the ‘hard’
quantitative parts.

While qualitative data can be both ‘rich’ and ‘deep’,

quantitative data that are obtained at a distance from everyday activities may
have ceased to ‘live’ (Fineman & Mangham, 1983). Wells (1976) identified the
crucial aspect of qualitative data as the richness of the information generated:
“Compared to words, numbers are sort of round and smooth. They don’t have
little fish-hooks of meaning standing out all over them” (1976, p.13-6). In support
of a qualitative approach, some researchers (Geertz,

1973;

Fineman &

Mangham, 1983; Van Maanen, 1983) make reference to the thick description,
rich insight and full, rich, earthy, holistic and real data which arise from qualitative
studies.
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Disadvantages associated with the qualitative method include its labour intensive
nature; possible difficulties with analysis and interpretation of the data; and, in the
past, policy makers gave low credibility to studies based on a qualitative
approach (Easterby-Smith etai., 1991).

In summary, the purpose of qualitative research, and in particular the qualitative
interview, is not to discover how many, and what kinds of, people share a certain
characteristic.

How many and what kinds of people hold these categories and

assumptions are not the compelling issues. Qualitative research is much more
intensive than extensive in its objectives (McCracken, 1988).

The qualitative

researcher uses a lens that brings a narrow strip of the field of vision into very
precise focus. The quantitative researcher uses a lens that permits a much less
precise vision of a much broader strip (McCracken, 1988).

In qualitative

research, the investigator serves as a kind of ‘instrument’ in the collection and
analysis of data (Cuba & Lincoln, 1981; Cassell, 1977).

This metaphor has

proven to be a useful one because it emphasises that the investigator cannot
fulfil qualitative research objectives without using a broad range of his own
experience, imagination, and intellect in ways that are various and unpredictable
(Miles, 1979). Qualitative data are normally relatively messy, unorganised data.
Qualitative

research

demands techniques of observation

that allow the

investigator to sort and ‘winnow’ the data, searching out patterns of association
and assumption. This process of detection is hard to mechanise (McCracken,
1988).

Following the advice outlined above by Bennett (1991) and McCracken (1998),
the in-depth interview technique was found to be an appropriate methodology to
answer the research questions in the current study. Details of the interview
technique used in this study are discussed below.
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3.3

The Long Interview

According to McCracken (1988), the long interview is one of the most powerful
methods in the qualitative armoury. For certain descriptive and analytic purposes
no instrument of inquiry is more revealing. The method permits others to enter
into the mental world of the individual interviewee in order that they might begin
to understand the categories and logic by which he or she sees the world. It can
also permit others into the ‘lifeworld’ of the individual, to see the content and
pattern of daily experience. The long interview gives the opportunity to step into
the mind of another person, to see and experience the world as they do
(McCracken, 1988).

Easterby-Smith et al. suggest that one of the main reasons for conducting
qualitative interviews is to understand “how individuals construct the meaning
and significance of their situations... from... the complex personal framework of
beliefs and values, which they have developed over their lives in order to help
explain and predict events in their world” (1991, p.73).

Researchers must,

therefore, be able to conduct interviews so that the opportunity is present for
these insights to be gained. Failure to achieve this could result in a superficial
exchange of information, which might have been better and achieved more cost
effectively by using a semi-structured questionnaire (Easterby-Smith et al.,
1991).

The first step of the detailed, qualitative interview begins with an exhaustive
review of the literature. According to McCracken, a good literature review has
many obvious virtues. It enables the investigator to define problems and assess
data, and it provides the concepts on which subjects’ precepts depend.

A

thorough review of the literature allows the data of an investigator’s research
project to take issue with the theory of the investigator’s field and it is a way to
manufacture distance (McCracken, 1988).
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Literature reviews are not simple exercises in idea collection; they are a form of
qualitative analysis. They are also critical undertakings in which the investigator
exercises a constant scepticism.

Reviews search out the conscious and

unconscious assumptions of various authors.

They determine how these

assumptions force the definition of problems and findings. The good literature
review is a critical process that makes the investigator the master, not the
captive, of previous scholarship (McCracken, 1988).

Another purpose of the literature review is to aid in the construction of the
interview questionnaire. The literature review establishes the areas in which
the interview will explore and it aids in specifying categories and relationships
that might organise the data.

A review helps to determine what the inquirer

should ask about and what he or she should listen for.

By the end of the

literature review, the investigator should have a list of topics from which
questions must be prepared (McCracken, 1988). This list of topics allows for the
creation of the interview guide.

3.4

The Interview Guide

An interview guide is a list of questions or issues to be explored in the course of
an interview. An interview guide is prepared to ensure that essentially the same
type of information is obtained from a number of people by covering the same
material. The interview guide provides topics or subject areas about which the
interviewer is free to explore, probe, and ask questions that will explain and
clarify that particular subject.

Perhaps the most fundamental use for the

interview guide is to serve as a basic checklist during the interview to make sure
that all relevant topics are covered.

The interviewer is thus required to adapt

both the wording and sequence of questions to specific respondents in the
context of each actual interview as it occurs.

The interviewer remains free to

build a conversation within a particular subject area, to word questions
spontaneously, and to establish a conversational style — but with the focus on a
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particular predetermined subject (Patton, 1990). Perhaps the primary advantage
of an interview guide is that it can help to make sure that the interviewer has
carefully decided how best to use the limited time available in an interview
situation. The interview guide helps to make interviewing different people more
systematic and comprehensive by focusing on the issues to be discussed in the
interview (Patton, 1990).

The questions, which formed the interview guide for the current study, are listed
in the Appendix. The author’s construction of the interview guide was informed
(i) primarily from themes which were dominant in the literature review, (ii)
secondarily by his professional experience within the motor industry, and (iii)
finally from personal observations and reports of his motor industry colleagues.

Jones (1985) also recommends the preparation of an interview guide that can be
used as a loose structure for the questions to be used in the ‘live’ interviews.
She advised that, although researchers are to some extent tied to their
framework, they should not be “tied up by them’’ (1985, p.75).

Based on the

literature review in this study (Chapter 2), an interview guide was crafted by the
author to provide an appropriate structure for questioning, including issues
considered in the literature to be the most pertinent (cf. Easterby-Smith et al.,
1991; Patton, 1990). The label ‘qualitative interview’ has been used to describe
a broad range of different types of interviews, from those that are non-directive or
open, to those where the interviewer takes a prepared list of questions and is
determined to ask the specified questions.

3.5

The Interview Pool

Durrance and Van Fleet (1992) suggest that, “Qualitative survey techniques are
not dependent upon large numbers of respondents to ensure validity” (1992,
p.124). This view reflects Mintzberg (1979) who observed that a key difficulty in
qualitative research utilising the interview technique is to determine the precise
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number of interviewees (1979). Seven of the eleven participants in the current
study are those Volkswagen and Audi dealerships in Ireland which have already
or are currently implementing lean management techniques. Three dealers
interviewed have not undertaken the implementation of lean management.
Furthermore, one interview participant is a distributor representative who has
been monitoring the progress of lean management within the dealers.

McCracken, endorses the use of small samples, and states that “for many
research projects, eight respondents will be perfectly sufficient” (1988, p.17).
According to Seidman (1998), there are two criteria for ‘enough’.

The first is

sufficiency: Are there sufficient numbers to reflect the range of participants and
sites that make up the population so that others outside the sample might have a
chance to connect to the experiences of those in the sample? The other criterion
is saturation of information, when the interviewer begins to hear the same
information reported and he is no longer learning anything new (Seidman, 1998).
This influenced the current study whereby a conscious decision was taken to limit
the number of interviews conducted with dealers who have not implemented lean
management to three as common findings were uncovered in each of the three
interviews.

According to Glaser and Strauss (1967), what is important is the

potential of each case in aiding the researcher to develop insights into the area
being studied (Glaser & Strauss, 1967).

3.6

The Sample

The key research question in this study focuses on the effects of lean
management on Irish motor dealerships.

Initially, the idea of investigating the

perceptions of a variety of motor dealers throughout Ireland was considered,
however it became apparent that only a limited number of dealers had embarked
on lean management. Furthermore, these dealers were geographically located,
primarily within Dublin, and then within Leinster. Consequently the interviewees
who had not embarked on lean management were selected from geographic
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locations outside Leinster so as to obtain findings for the study from as broad a
geographical spread as possible. A further consideration was to select dealers
which represented various organisation sizes.

A criterion of qualifying as a research interviewee was that the participant had to
be

a

senior

manager

within

the

dealership

and

directly

involved

in

implementation of lean management within the organisation. The reason for such
criteria was to evaluate why the dealership had become involved, or not, and the
effects of lean within the organisation from a managerial point of view. The belief
that the lower lines of staff may not have been in a position to answer these
questions influenced these criteria. The interviewees comprised eight dealer
principals, two after-sales managers, and one representative for the Audi and
Volkswagen distributor in Ireland. The dealer principals and after-sales managers
all had direct responsibility as to whether or not lean management was
implemented within their organisation, whilst the distributor representative was
responsible for the co-ordination and observation of the rollout of lean within
many of the dealers concerned.

The distributor was contacted initially by e-mail and telephone in order to identify
which dealers were actually involved with lean management. Once this
information was obtained seven of the interviewees were contacted by
telephone,

while

two

were

contacted

initially

through

the

distributor

representative and then directly by telephone. One interview was arranged
through a face-to-face meeting. Overall, arranging the interviews was quite
straightforward. All interviewees were quite willing to participate.

The eleven interviews were conducted within a five month time span, from
December 2006 to April 2007. The maximum number of interviews conducted in
any single day was two, which occurred on two separate days. This was possible
due to the location of the dealers within Dublin. The remaining interviews were
conducted individually on seven different dates. The geographic location of the
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dealers outside Dublin, along with time constraints regarding the suitability of a
particular date for interviewing made it impractical to conduct more than one
interview on a given day. That meant that all eleven interviews were recorded
across a total of nine separate dates. Whilst interviewing three dealers who had
not implemented lean management common responses were emerging so a
decision was taken not to continue with further interviewing of dealers who had
not implemented lean. The eleven taped interviews were transcribed on a word
processor for subsequent analysis.

Salient quotations from these texts are

presented in Chapter 4, and these are analysed in Chapter 5.
Table 3.1, presents the list of the interviewees and their geographical location, in
chronological sequence of their interview. All the interviewees were male.
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L:d?e;TapS
dealership
Interview

________ ___

Title of Post of interviewee and location of dealership

Date
2006/12/28 After-sales manager, Co. Wexford
2007/01/05 Dealer Principal, Co. Dublin
2007/01/05 Dealer Principal, Co. Dublin
2007/01/20 After-sales manager, Co. Waterford
2007/02/16 Dealer Principal, Co. Roscommon
2007/02/21 Dealer Principal, Co. Dublin
2007/02/21 Dealer Principal, Co. Dublin
2007/03/16 Dealer Principal, Co. Kildare
2007/03/26 Dealer Principal, Co. Cork
2007/04/03 Dealer Principal, Co Galway
2007/04/05 Distributor Representative, Co. Dublin

3.7

Gaining Access
inn research interviews, the author made direct

For the purpose of arrang
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number as obtained from the Irish Volkswagen and Audi dealer directory. One
interview was arranged through a face-to-face meeting. An assurance of
confidentiality for the views of the interviewees was outlined during the initial
contact. During the initial contact it was also suggested that the typical interview
time would be approximately fifty minutes.

3.8

Interview Procedure

According to McCracken (1988), the opening of the interview is particularly
important, because in the opening few minutes of the interview it must be
demonstrated that the interviewer is a benign, accepting, curious (but not
inquisitive) individual who is prepared and eager to listen with interest.

In a

research setting, it is up to the interviewer to create, in a short time, a contact
that allows the interaction to go beyond merely a polite conversation or exchange
of ideas.

The interviewer must establish an atmosphere in which the subject

feels safe enough to talk freely about his or her experiences and feelings (Kvale,
1996). Opening the questioning with informal and straightforwardly informational
questions facilitates such an atmosphere. A few minutes of idle chatter at this
stage is welcome, as it gives the respondent a chance to have a grasp of the
interviewer before they allow themselves to talk freely,

exposing their

experiences and feelings to a stranger (Kvale, 1996). For this study, some easy
chatter before the opening stage of each interview was engaged in, to give the
respondent a chance to feel comfortable with the interviewer.

This is an

important time to reassure the respondent because it is in these opening stages
that he sets his defenses (McCracken, 1988).

Once the preliminaries are completed, the interviewer must deploy the grand-tour
questions, and the ‘floating’ and ‘planned’ prompts (McCracken, 1988). He must
take care to see that data are collected for all the categories and relationships
that have been identified as important.

In addition to these categories and

relationships, the respondent must also be prepared to identify and cultivate data
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on emergent categories and relationships that have not been anticipated.
McCracken also notes that the interviewer encounters salient data in the midst of
a very crowded and complicated speech event. There is virtually no opportunity
for unhurried identification or reflection. What the investigator does not capture
in the moment will be lost forever.

This is a challenging occasion because

mistakes are both easy to make and impossible to rectify (McCracken, 1988).
Wengraf (2001) suggests, "The most frequent and typical unit of a semistructured interview takes the form of an open question and then a comparatively
lengthy response which the interviewer holds back from interrupting

(2001,

p.160). What is required of the investigator within this structure is to listen with
great care; the interviewer must listen for many variables, including impression
management, topic avoidance, minor misundemtanding, deliberate distortion,
and outright incomprehension, taking, in each case, the necessary remedy to
deal with the problem (Briggs, 1986).

3.9

Tape-recording Interviews

According to Patton (1990), a tape recorder is part of the indispensable
equipment of evaluators using qualitative methods. Tape recorders do not tune
out of conversations, change what has been said because of interpretation, or
record more slowly than what is being said.

In addition to increasing the

accuracy of data collection, the use of a tape recorder permits the interviewer to
be more attentive to the interviewee.

The interviewer who is trying to

concurrently write down everything that is said will have a difficult time
responding appropriately to interviewee needs and cues - and the pace of the
interview can become decidedly non-conversational, as the interactive nature of
in-depth interviewing is seriously affected by the attempt to take verbatim notes
during the interview.

The use of a tape recorder does not mean that the

interviewer can become less attentive to what is being said (Patton, 1990).
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All eleven interviews for the current study were recorded on tape. This saved the
interviewer from the burden of intensive writing at the time of the interview,
facilitating concentration on the interactive interview process.
pointed

to

the

advantages

of tape-recording,

which

Martin (1985)

ensures

complete

transcriptions for analysis, in contrast with note-taking, which involves a good
deal of on-the-spot selection, and which undermines the reliability of the data
collected. For this study, the author did a test recording and playback of a few
seconds immediately before commencing the questioning, to ensure that the
recorder was working.

3.10

Maintaining Control of the Interview

Time is precious in a research interview.

Long-winded responses, irrelevant

remarks, and becoming sidetracked in the interview will reduce the amount of
time available for focusing on the particular issues to be addressed. This means
that the inteiviewer must maintain control of the interview. Control is maintained
by the interviewer by (i) knowing what it is that he or she wants to find out, (ii)
asking the right questions to get the information needed, and (iii) giving
appropriate verbal and non-verbal feedback (Patton, 1990).
Knowing what information is required means having the ability to recognise and
distinguish appropriate from inappropriate responses. It is not enough just to ask
the right questions. The interviewer must listen carefully to make sure that the
responses are providing answers to the questions that are asked.

The first

responsibility, therefore, in maintaining control of the interview, is knowing what
kind of data one is looking for and directing the interview in order to collect that
data (Patton, 1990).

For this study, control of the interview was maintained

relatively easily as the author adhered to the prepared interview guide and where
necessary focused the respondent on data that was relevant to the questions.

95

3.11

The Period After the Interview and Transcribing
the Interview

The period after the interview is critical to the rigour and validity of qualitative
methods. This is a time for guaranteeing the quality of the data.

Immediately

after tape-recording each interview, a random check must be done on the
recording, to verify that the interview was successfully recorded (Patton, 1990).
The period after the interview is a critical time of reflection and elaboration: “It is a
time of quality control to guarantee that the data obtained will be useful, reliable
and valid” (Patton, 1990, p.140).

Since the raw data of interviews are quotations, the most desirable kind of data
to obtain would be a full transcription of interviews. Although transcribing is time
consuming, transcripts can be enormously useful in data analysis, or later, in
replications or independent analyses of the data (Patton, 1990). In this study, all
interviews were transcribed verbatim immediately or shortly after each interview
by the author.

3.12

Organising Qualitative Data for Analysis

The analysis of qualitative data is a creative process; there are no formulas, as
might be the case in statistically driven research.

It is a process demanding

intellectual rigour and a great deal of hard, thoughtful work (Patton, 1990). Many
researchers after collecting qualitative data spend a great deal of time turning it
into numbers or otherwise attempting to quantify it. They recognise that numbers
have a seductive air and, sometimes, thinking politically of the acceptability of
their findings, they gear their data to quantitative statements. Others argue that
doing this spoils the richness of the data, often so painstakingly collected, and
fails to give the holistic view that is so important in qualitative research (EasterbySmith et al., 1991).
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3.13

Grounded Theory

Glaser and Strauss (1967) perceived an undue emphasis by researchers on
verification of theory and not enough on discovery.

They developed the

grounded theory approach in which researchers would seek to generate theory
on the basis of observations made in the course of conducting research (1967).
The grounded theory methodology approach begins with qualitative data (e.g. a
transcript) and then engages in a “process of sifting and categorising in an
attempt to develop hypotheses grounded on the data” (Beard & Easingwood,
1989). Easterby-Smith et al. consider the grounded theory approach particularly
good for dealing with transcripts.

This approach recognises that the large

amounts of non-standard data produced by qualitative studies make data
analysis problematic (Easterby-Smith et al.. 1991). Jones (1987) comments that
grounded theory works because, "rather than forcing data within logicodeductively derived assumptions and oategories, research should be used to
generate grounded theory, which 'fits' and 'works' because it is derived from the
concepts and categories used by social actors themselves to interpret and
organise their worlds” (1987, p.25).
A model of data analysis, developed by Easterby-Smith et al. and based on the
grounded theory method, was chosen for the analysis of data in this study. The
main stages of data analysis, according to this model, were used;

1 Familiarisation: The first step of analysis required re-reading of the interview
transcripts. This enabled some first thoughts to emerge and to notice what was
of interest. This stage was essentially exploratory, where new questions began to
be formed (Easterby-Smith et al., 1991).
2 Reflection: This stage was a process of evaluation and critique as the data
were evaluated in the light of the literature review in Chapter 2. Questions that
the author asked himself at this stage were: Do the findings support or challenge
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existing knowledge?; Do they answer previously unanswered questions?;

Are

they different?; What is different? (of. Easterby-Smith et a!., 1991).

3 Conceptualisation: According to Easterby-Smith et al. (1991), at this stage
there is usually a set of concepts or variables which seem to be important for
understanding what information or insights are emerging.

However, the

researcher will not yet be sure just how reliable or valid these concepts are, or if
they really relate in a consistent way to show how the person under investigation
views an issue, or if misinterpretation of what has been said arises. At this stage
the researcher may perceive more concepts that were previously hidden, and
these can be added to the growing list. In the current study, this manifested itself
when the author revisited the data to search methodically for emerging concepts
and highlighted them, where they appeared.

4

Cataloguing concepts: Easterby-Smith et al. (1991) suggest that once it is

established that the concepts identified

do seem to occur in

people’s

explanations, the concepts can then be transferred to cards as a quick reference
guide. In this study, as the author established concepts from the interview data,
these concepts were recorded on a word-processor, where they were further
coded, categorised, expanded and analysed.

5 Re-evaluation: At this stage, Easterby-Smith et al. (1991) contend that, in the
light of the comments of others, the researcher may feel that more work is
needed in some areas.

For example, the analysis may have omitted to take

account of some factors or have over-emphasised others. This meant that the
author re-evaluated the already highlighted concepts to ensure that relevant data
had not been overlooked or omitted.
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3.14

The Importance of Coding Data for Analysis

Glaser and Strauss (1967) emphasise that another way to convey credibility of
the grounded theory approach is to use a codified procedure for analysing data,
which aliows readers to understand methods used by the analyst to obtain his
theory from the data.

When no codified procedure is used in qualitative

analyses, the transition from data to theory is difficult, if not impossible to grasp.

Coffey and Atkinson (1996) caution that coding should not be seen as a
substitute for analysis. The term coding encompasses a variety of approaches to
and ways of organising qualitative data (1996). Coding can be considered as a
way of relating data to ideas about those data. Because codes are used as links
between data locations and the subsequent concepts or ideas, those codes are
thus heuristic devices.

Similarly, Miles and Huberman (1994) suggest that

coding constitutes the ‘stuff of analysis’, allowing a person to “differentiate and
combine the data you have retrieved and the reflections you make about this
information” (1994, p.56). They argue that coding is a process that enables the
researcher to identify meaningful data and to set the stage for interpreting and
drawing conclusions.
In summary, the main goal of coding is to facilitate the retrieval of data segments
categorised under the same codes. Coding in the current study was essentially
indexing the interview transcripts, reducing the data into classes and categories,
and in some cases expanding and teasing out the data in order to formulate new
questions and levels of interpretation. Segmenting and coding the data enabled
the author to think about the data, to break the data apart in analytically relevant
ways in order to further scrutinise the data. This coding procedure assisted the
author to think creatively when using the data.
In this study, an example of the coding process was used, for example, when the
issue of reasons for implementing lean management emerged from the data.
Each example of reasons for implementing lean management was marked by a

too

common colour and this served to illustrate the coding process for all of the
relevant references which were articulated in the varied replies through the
interview data, ailowing the easy collating of these samples into categories for
analysis.

Clearly, such coding of the data effectively reduced the subsequent

task of data reduction. Segmenting and coding the data allowed the author to
characterise what each stretch of the interview was about in terms of general
thematic content. The nature of qualitative interview data meant that data relating
to one particular topic were not found neatly bundled together at exactly the
same spot in each interview, therefore, sifting through vast amounts of data to
find preliminary codes was a slow process. These codes, however, provided a
useful introduction for more detailed analysis later.

3.15

Analysis of Data for this Study

As indicated earlier, the questions developed In the literature review chapter
were used to design the interview guide. This guide provided the basis for the
discussion of the topics articulated In Chapter 4.
interviews are presented in Chapter 4.

Direct quotations from the

Patton (1990) contends that direct

quotations are a basic source of raw data in qualitative evaluation. Patton also
noted that direct quotations can help to reveal the respondents’ levels of emotion,
the way in which they have organised their worlds, their thoughts about what is
happening, their experiences, and their basic perceptions (1990).

According to Miles (1979), the analysis of qualitative data is perhaps the most
demanding and least examined aspect of the qualitative research process.
McCracken (1988) observed that the exact manner in which the investigator
travels the path from data to observations, conclusions, and scholarly assertion
couldn’t be fully specified (McCracken, 1988). As outlined above, the analysis of
data for this particular research study was based on the grounded theory
approach, and on the model of data analysis developed by Easterby-Smith et al.
This approach recognises that the large amounts of non-standard data produced
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by qualitative studies make data analysis problematic (Easterby-Smith et al
1991 p 108). The challenge is to make sense of massive amounts o
reduce the volume of information, to identify significant patterns, and then to
construct a framev^ork for communicating the essence of what the data reveai
(Patton

1990).

The problem is that "we have few agreed-on canons for

qualitative data analysis, in the sense of shared ground rules for drawing
conclusions and verifying their sturdiness” (Miles & Huberman, 1994, p.16). As
the existing literature contributed to the initial design of this study, the au or
found it appropriate to revisit the relevant literatures to help focus the analysis
and interpretation of data and to examine what was learned from the collec
data, in order to make a contribution to the iiterature on lean management in Irish
motor dealerships.
,n summary, the use of interviews was particularly advantageous in the context of
tbe complex research study, as interviews provide: depth; information from non
verbal behavior; opportunity to probe; greater sensitivity to misunderstandings^
and

more spontaneity in the answers (McCracken, 1988).

As a researc

■ technique, however, interviewing consumes large amounts of time - arranging
appointments, travelling to and from each interview, actual interview
transcribing, analysing, and coilating overall findings (Miller, 1991).
As explicated in Chapter 4 and Chapter 5, the primary research methodology in
this study availed of the many strengths of interviewing, including the use o
IrTtmediate follow-up questions, which yielded rich sources of data on peopes
experiences, opinions, aspirations and feelings (May, 1993).
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Chapter 4

RESEARCH FINDINGS AND ANALYSIS

4.1 Introduction

This chapter provides an analysis and discussion of the findings of the semistructured interviews carried out for this research study. The interview questions
derived from the literature review was used to guide the discussion of topics
which appear in this chapter. The interviews carried out with the dealers who
have implemented lean management within their organisation are reviewed and
presented under the headings of;
•

reasons for implementing lean

•

the importance of training of personnel and their attitudes towards lean

•

methodologies and tools used for implementing lean

•

effects of lean on performance, quality and customer satisfaction levels

•

limitations of lean, for the dealers

who have implemented lean

management
The reasons why dealers did not become involved in the lean management
programme will also be analysed.

4.2 Reasons for Implementing Lean

All of the dealers included in the research were introduced to lean management
through an initiative directed by the Audi and Volkswagen distributor whereby
lean management consultants were invited to speak at an annual conference for
dealer principals. From that introduction there were some dealers who became
involved from the outset and, while others for various reasons took some time
before getting involved. For this reason the dealers are at various stages in the
103

implementation process, the earlier participants would have approximately three
years experience while the later participants have just six to eight months
experience with lean.

From the research it is apparent that there is no one reason why dealers became
involved in implementing lean management techniques. As Cave (2003)
contends, lean is a business strategy and not just “a set of tools” that can be
removed from a box and implemented.

The reasons for dealers becoming involved with the introduction of lean
management depend on the individual circumstance of each dealer. The findings
suggest, however, that some reasons are common to most of the dealers
involved.

For dealers with physical space constraints one of the primary reasons for
implementing lean was to improve the utilisation of limited resources:

H/e were forced into a situation where we had to change the
' workshop setup as the place was jammed with cars. We would have
had to do something anyway and when lean was presented to us at
the dealer conference it made sense to get involved in order to sort
our problems (Dealer 3).

Other dealers embarked on lean management in an attempt to overcome
problems with the running of certain departments within the organisation, most
commonly the service and parts departments. The problems varied in nature
from operational to personnel issues:

We knew we had problems in after-sales in terms of getting cars
fixed correctly and getting them done on time, getting the car booked
in and the parts not being here even though they were supposed to
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be in stock, we knew we had problems and we were hoping that lean
would help to sort them out (Dealer 4).
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involved in the introduction of lean management:
have a problem with repeat repairs and customer satisfaction
Lis end I reckoned that better analysis and procedures would
mean fewer repeat repairs which In-turn would lead to increase
satisfaction levels (Dealer 7).

=“=:====
interested and became involved seeing it as

y

levels and the overall running of the business:
1 would have been familiar through books and articles I read with how lean
Toyota’s manufacturing systems are and how Toyota would always c
top of the list as the best run car company In the world. I
familiar with the superior quality of their cars as compared to the
brands of cars that we are selling (Dealer 4).
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An important finding highlighted by the research is that each individual dealer is
interested in achieving a different goal through the implementation of lean
depending on their circumstances. Factors such as physical location and
premises layout have a significant influence on the emphasis of individual
dealers. The nature of motor retailing in Ireland means that very few dealers
were operating from a purpose built premises on a “green field” site, which may
be more conducive to the implementation of lean. In recent years with more
stringent standards being set down by car manufacturers, dealers are being
forced to redevelop their premises and in many instances this involves re
location. The current research findings indicate that this has a significant
influence in relation to the effectiveness of lean, which will be discussed in a later
section.

Furthermore, a question arises regarding the suitability of lean

management or the elements of lean as advocated by the consultants for
achieving the individual goals of the dealers concerned.

4.3 People and Attitudes Towards Lean
For the successful implementation of lean management within an organisation it
is essential that a strong and dedicated leader is involved. One of the conditions
under which the consultants undertook to work with each dealer was that the
dealer principal had to be directly involved and participate in all the training
courses. This was seen as vital so that the introduction of lean would not be
delegated to someone else within the organisation having less authority than the
dealer principal. This is in agreement with Michael Hirsch of Sachs Automotive
who contends that top management must really embrace lean in order for it to
work within an organisation (in Chappell, 2002).

Similarly, Womack (2005) contends that the main reason why the best Japanese
automobile manufacturers were so successful at implementing lean was due to
the quality of management and their ability to define, analyse and improve all
processes.

106

The findings from the current research highlight that dealerships who have
achieved most from the implementation of lean are

^hTd

management have remained closely involved in the process. On the other h
those Who found that they were too busy to remain diredly involved have a lowed
the system to "slip". The managing director of dealer 3 highlights t at he ,
directly involved with the day-to-day implementation of lean and he ,s t e perso
rires that momentum is not lost. He contends that if "eve.o«
their role in the process", then on occasions when he ,s not presen
lls still wor' effectively. This can also be attributed to the attitudes of the
staff working within the dealership and that much effort has been app
Suiting sLble personnel with good attitudes towards the,r work and the
dealership:
one of the things that I learned about lean when we went to Portugal
on a study trip and as I looked around a dealership that we wsrted
Observed that the staff were at, mature guatlfred motor mechamcj^
people with mortgages, responsibMes etc, so

ey

commitment to the company. So 1 made a decision at tha stage
was the route I was going to follow for our company (Dealer 3).

This reiterates an important finding of the current research, that the continuous

::“r«... . . v. —
can often be higher than those of managers.
.

r,f dpaler 7 contends that unless he is

pe,r.r.« ,rpT.iL.. p....™™ »>•"«
staff return to the old ways of doing things pre-lean.
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Currently everyone and nobody is responsible for implementing lean.
What I find is that if i don’t drive it myself, then it Just won’t happen
(Dealer 7).

Dealer 4 states that a common problem is when things get very busy within the
dealership the lean processes are neglected somewhat and consequently are “let
slip”. Furthermore, there are often good intentions to re-vitalise the project but it
tends to be “sidelined” and put off until another time when things should have
quietened down somewhat

and so allow more time to concentrate on

implementing lean:

/ suppose the reality of what happened here, and it shouldn’t be an
excuse, but we probably Just got too busy and things were let slip.
Often we say that we must have a meeting about lean management
and get it back on track but usually we end up putting it off until next
month because we are too busy (Dealer 4).

This finding supports Scaffede of Donnelly Corporation, who suggests that the
difficulty of workers returning to traditional behaviours when something goes
wrong will continue until lean becomes the natural way of working (in Vasilash,
1998).

In contrast, dealer 2 contends that being busy is not an excuse for allowing the
implementation of lean to “slip”. His experience is that because lean actually
makes specific tasks more manageable, then it helps to improve efficiency and
reduce the work load:

At different stages we have lost momentum and then you can get into
a rut and it is hard to pick it up again. I’ve heard some staff
commenting that they are too busy for implementing lean, but I tell
them that they are only busy because they are not using lean. You can
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have outside influences like problems with cars or whatever, but in
general if we operate with a lean philosophy, then things are more
organised and workloads should be more manageable (Dealer 2).

According to dealer 6 one of the difficulties with the implementation of lean is that
it r6Cjuir6S substantial invastmant.
You have to be prepared to invest time, salaries and human resources
in lean.
This agrees with the view put fon^ard by Cave (2003) that the implementation of
lean techniques involves much time and commitment and a “quick fix” attitude by
managamant will ultimataly rasult in failura.
To ensure the continued progress of lean processes dealer six has set up a
review committee comprising of six people including representatives from
technicians, parts personnel, middle and senior management within the
organisation. According to dealer 6 the results have been immense:
There is tremendous willingness from the guys to be part of it and s
was our opportunity to pass on what we had learnt about lean to the
rest of the team.
The current research highlights the importance of having staff and management
who have a positive and dedicated attitude towards lean. This concurs with
Schonberger (1986) who suggests that in addition to showing a high level of
commitment to the project, a further advantage of having management involved
as trainers is that they will gain a thorough understanding of how the concepts
work

Furthermore, the current findings indicate that excuses for not

implementing lean can be justified in various ways by people who are not
dedicated to its successful implementation. The importance of the direct
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involvement ol the Oo.ler pnnclp.l to. tP. Impl.m.n.etlon of lean is s.tongl,
advocated in the current research.

4.4 The

Effect of Organisational Culture Towards Lean

The culture within an organisation has a
otherwise of lean management. As indicated by Dahlgaard (1998), a sue es
company needs more than just a sound business strategy, it needs a cu ur
support the strategy. While advocates of lean insist that it is the
.3n people that maKes the system wor. it has been
interviewed that having the right people for the )ob is essential.
“pooitlve ,»tPP. to..- 1-
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far greater than when it is viewed with some scepticism.
The biggest problem to implemerting lean management Is what we call
inertia or resistance to change (Dealer 1).
This oomm.nl conll,ms th. ».« ol Flah.h, (1992). who sng9»ts that op«"« »
™ oTir mote ..ot.„»m. asp«ts - Lao h.oa... C «. intan.«», and
having . c.n.t.l lnlln«.» on .ttiMaa -"d .P.m>M»
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Dealer 2 states;
Th,to is no point in

loan,

Wd

"»

and Ih. h.n.« Involved Ih.m » no point In Wing to (onto il
.n, with Liker who contends that the staff must be willing to
accept lean and not have it forced upon them (in Vasilash,

)•

From the interviews carried out it is evident that dealers who implemented lean

Td ciral

than those deale. who attempted to implement lean in

no

existing work surroundings. On the other hand, those in new premises found it
difficult to quantify how much of the improved performance was due to the
premises rather than the implementation of lean:
Culture wasn’t as big a problem as I thought it would be. I suppose
because we were moving into a brand new workshop helped, but the
mistake we made when moving into the new workshop was that we
didn’t use it as an opportunity to push lean further. We had a great
opportunity which wasn’t fully utilised but we are catching up on it now
(Dealer 6).
Some of the dealers interviewed implemented lean in an attempt to eradicate
poor practices and found that the resistance to change and a culture of
stubbornness was so strong that the prospect of successfully implementing lean
was severely hindered. This was particularly evident in the case of middle
management. If the desire is not present to implement lean then the likelihood of
success is slim. In some cases most resistance to the implementation of lean
was from middle management and the workers on the floor were quite willing to
become involved in improving their work practices but were almost discouraged
by their managers. These findings are in agreement with Flaherty (1992) who
contends that improvements will not be sustainable without the full commitment
of management within an organisation. Similarly, Oakland (2003) advocates that
for necessary attitudes to be created and developed throughout the organisation
it must be seen to be coming from the top.
The findings from the current research indicate that it depends on how strong
management is within an organisation as to how effective the implementation of
lean is. Furthermore, many people did not see the benefits of lean and the
perception was that the way they were working was adequate:
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Many people on t,e floor saw lean as Involving a lot of .or,. T,ey
didn’t see the benehts for themselves and didn’t like change, n many
cases they actually thought the way they were doing itatte ime
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age profile or the length of service. He contends that if the staff did not buy-in to it
then lean just did not work. Furthermore, similar to the views of other dealers,
“trying to force people to buy in just will not work”.

Dealer 4, on the other hand, commented that he believed that the long term staff
did contribute to increased resistance to change:

There are some staff who will adapt to anything but there are others
who feel that lean Is an indictment on their work practices and they
resist the change.

Crosby (1979) contends that while individuals at lower levels within an
organisation can contribute to the deterioration of a process, their influence in
improving a process is quite limited. This highlights the importance of effective
management within an organisation to ensure active participation by all staff
members.

A common aspect which arose in most of the dealers interviewed was that when
the objectives of lean were explained fully the resistance was generally
overcome. Once staff saw there was a benefit for themselves as workers in
addition to the benefit for the company their resistance abated somewhat. In
many cases it was simple practical exercises as part of the training provided by
the team of consultants which convinced staff there were benefits to be had from
adopting the lean concepts.

Dealers 1 and 3 contend that the attitude of staff towards lean management is
dependent on their understanding of what lean is, which in turn, depends on how
management introduce the concept at the outset:

A lot is to do with the way you sell it to them. Many people, when they
hear the term “lean” think it is to do with layoffs and so on. It is very
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important that you communicate to them that this is not what lean is
about, but rather it is about being more efficient which benefits
everyone. Also you must use tools to show how a person’s work can
be made easier (Dealer 1).

Similarly, the perception that lean is about “cutbacks” within an organisation is
reiterated by dealers interviewed who have not taken part in the programme. The
findings suggest that this is one of the reasons why some dealers have not
become involved;

/ don’t know what exactly is involved, but I assume it may be looking at
reducing staff and we currently have a staff shortage if anything
(Dealer 8).

Rinehart (1999, p.19) concurs with this view of lean and states that “wherever it
operates, lean production strives to operate with minimal labour". Furthermore,
he contends that lean is adopted better in green field sites where location and
workers are carefully screened and where threats of business closure and layoffs
are real.
The findings from this research indicate that it is crucial all staff have a thorough
understanding of what is meant by lean management. Todd (1995) contends that
the term “lean” was coined by John Krafick, a member of the International Motor
Vehicle Programme (IMVP) to clarify what JIT and TQM concepts did not stand
for as much as much as to indicate what they did involve. The findings suggest
that the term “lean” creates its own difficulties and misunderstandings which must
be clarified to staff to ensure their active participation with lean. Similarly,
Marushin (2004) contends that the term lean is associated with attempting to
reduce inventory and get rid of people, however, the real aim is exactly the
opposite (in Drickhamer, 2004). These views concur with the belief of all the
dealers interviewed who have embarked lean management:
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/ think what really matters is how you portray lean thinking, how you
sell it to the staff and explain it to them as a process of dealer
improvements rather than one of cutting jobs. You need to show them
the long-term benefits, and the fact that profitability will increase, which
in turn will mean more income for the staff. I can honestly say that all
staff members have benefited from it, both financially and through the
elimination of obstacles that hinder their work (Dealer 3).

These views highlight and reinforce the concept put forward by Goetsch (2006),
suggesting managers should be seen as “coaches” of the team rather than being
“bosses” as would traditionally have been their role.

Similarly, another dealer contends that by consciously adopting lean processes
the effort required to carry out a particular task can be drastically reduced,
thereby reducing the overall workload:
You might end up walking ten miles less in a working week by having a
logical and methodical approach to carrying out specific tasks (Dealer
2).
Some dealers experienced a level of uncertainty rather than outright resistance
to the introduction of lean:
Everyone has to buy into it, it is not possible to pick out three or four
people and say that they are the ones involved in lean, everyone must
play their part at every stage within the process (Dealer 3).

In contrast, one of the contentious issues for some dealers was that it was not
possible for everyone to go on training pertaining to the implementation of lean.
This indicated a willingness to be involved but an element of resentment at not

115

being directly involved from the outset. This contributed to an attitude of
indifference towards lean within some dealers:

I’d say the only real conflict we had was that the fact that we could only
pick one guy from the workshop floor to attend the training. Everybody
thought that they should have been picked to go on the training (Dealer
5).
The difficulty is that we have quite a large organisation, which means
there are a lot of people to come on board. I found that those who were
not involved in the training and the proper programme have an element
of resistance as they don't really know what it is about and they haven’t
bought into it. To overcome this we organised a visit to another dealer
who has implemented lean fairly successfully for most of the staff so
they could actually see first hand what lean is all about (Dealer 7).

These findings are in agreement with Schonberger (1986) who suggests that
continual and rapid training of the workforce is necessary. Furthermore, training
should be targeted at workshop floor workers and first-line supervisors early on.

Dealers strongly involved in lean management found that once staff embraced
the true concept of lean its effect snowballed with feedback and contributions
from staff at all levels being put forward so as to make logical improvements to
the workplace and work practices:

Mechanics would be forthcoming with ideas on how the tool room
should be laid out, where tools should be located according to use, etc.
(Dealer 1).

Similarly, Dealer 3 states:
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4.5 Methodologies and Tools Used in the Implementation
Lean
4.5.1 Pre-diagnosis
A common aspect which emerged during the impiementation of lean in all of the
dealers interviewed is that the first tool recommended by the consultants or
implementation was pre-diagnosis. This involved the physical checking of each
vehicle when left in by the customer to have service and repair work earned out
to identify what exactly was required before the mechanic actually began work on
the car This, however, is really only the second stage in the pre-diagnosis
process as the first stage involves having the ability to correctly ascertain from
the customer at the time of booking, all relevant details so as to be able to make
an informed estimate of the extent of work required. This means that the relevant
parts required can be ordered and readily available when the car actually arrives
for the service. Furthermore, adequate time can be allocated to ensure each ,ob
can be completed with one visit to the workshop.
improved booking procedures enables dealers to somewhat counteract the
difficulty which emerged in findings by Jones, et al (2005) which suggested that
the unavailability of parts at the required time is a major contributor to delays ,n
having service and repair work completed, (in Brown, 2005).
As part of this process, "green stream” work was identified. "Green stream” is the
term used for the more standard type operations which have the ability to "flow
smoothly Due to the wide variety of the work carried out in the after-sales
department, from standard pre-delivery inspections (PDl), servicing and repairs
to the unpredictable repair of sporadic faults and breakdowns, it makes the
implementation of a green stream vital for the smooth operation of pre-diagnosis.
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You have to separate the messy jobs from the green stream jobs. You
cannot let the messy jobs near the green stream or they would cause
havoc. Basically you have to separate jobs that can flow from those
that will not flow due to the nature of work involved (Dealer 1).

We took the jobs with the most straight forward work content and they
were the ones that we “green streamed” and we got them through the
system as quickly as possible (Dealer 7).

This means that every job is initially examined to ascertain whether it is suited for
the green stream or not and this will effect the planning involved prior to the car
arriving at the workshop. In the case of green stream work the parts can be
ordered in advance and relatively accurate labour time allocation is possible in
most cases. On the other hand, with non-green stream jobs, the amount of
preparatory work that can be done before the car actually arrives might be quite
limited. Preparatory work for non-green stream jobs can involve researching
manufacturer’s technical data for any records of similar known problems and
solutions. The overriding goal of the pre-diagnosis is whether at the time of
booking or when the car actually arrives, is to quantify the job:

The only real way to quantify a job is to carry out pre-diagnosis which
means physically checking the car over. You can do so much on the
telephone but you are still only seeing part of the picture and it is not
until the car arrives that you can see that the drive boots are damaged
or something else (Dealer 1).

The dealers involved have undertaken the physical element of pre-diagnosis to
varying degrees. Some dealers physically pre-diagnose all jobs while others only
pre-diagnose the “green stream” type jobs as identified at the time of booking.
From the research conducted some dealers see this as a contradiction as they
are probably the type of jobs which are “almost standard” and so one would think
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that the initial nomination as “green stream” would be sufficient without the need
to carry out a second pre-diagnosis on a standard type job when the car actually
arrives at the workshop:

Pre-diagnosis seems great but some people are Just doing pre
diagnosis and they haven’t really got a plan or schedule. I believe that
for pre-diagnosis to be conducted properly, you would need to have
researched each type of vehicle at every stage in its service life and
know what each model of car requires at a given age, mileage, driving
style, history, etc. When you have more than one franchise involved
this becomes too complex unless you had a

dedicated lean

management team with the time to do the necessary research (Dealer
3).

Some dealers interviewed contend that the implementation of pre-diagnosis
created its “own problems”. In the ideal situation the customer should be present
to observe the pre-diagnosis and to give the “go ahead” for any additional work
required. This eliminates the need for later telephone calls from the service
personnel to get approval from the customer, along with the fact that the
customer has a good indication of the expected total cost. In effect, when this
process is being carried out, a time delay exists and contributes to other
inefficiencies within the process. For instance, a common issue is that workshop
staff have to wait for work which is delayed at the pre-diagnosis stage. This is
especially prevalent with morning bookings when the technician has no work in
progress.

Some dealers used various methods to overcome this such as staggering the
commencement of the working day for different personnel. This, however, also
means attempting to change the culture of the customers whereby common
practice is just to drop off the car first thing in the morning and collect it in the
evening. The current research suggests that attempting to get customers to work
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to a scheduled appointment system for servicing their car similar to that of visiting
a doctor requires a significant culture change:

The customer is meant to be sitting there waiting but that’s not
practical. We find that customers do not want to wait. Pre-diagnosis is
great, we are doing it to some extent but it is not the be-all and end-all.
What is more important is having a broader pre-diagnosis done when
you are booking in the car to try and have the correct parts in stock
(Dealer 5).

Some dealers have categorised by age and mileage what cars should be pre
diagnosed when they arrive to the workshop. The perception was that by pre
diagnosing older, higher mileage cars it was taking too long and the benefits
intended by pre-diagnosis were being lost. This methodology is under review as
it is evident that the system was “designed to optimise routine maintenance as
opposed to pre-diagnosing cars properly”.

A further constraint on the effective operation of pre-diagnosis is that dealers find
they are booked out for weeks in advance. This is a common phenomenon in
Irish car dealerships since the growth in car sales attributed to the “Celtic Tiger”.
Most workshops are booked weeks in advance, with some as far as 5-6 weeks
ahead and this makes timing of parts supply and provision for breakdowns more
difficult. In many cases it results in extra work being involved in preparing for the
customer because a couple of days before the car is due to arrive preparation is
required which involves service personnel analysing once again the requirements
from the data recorded at the initial booking weeks earlier and ordering the
relevant parts so as to have them in stock when the car arrives. If the booking
period was shorter then it would be easier to order the parts at the time of
booking and not be forced to “re-prepare” for the car by having to refresh on the
requirements a few days before the car arrives. Constraints involving deadlines
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for returning “exchange parts” contribute to making it difficult to accurately plan
parts supply from weeks in advance:

Pre-diagnosis will work if you are booked out for three to five days but
when you can’t get a car into the workshop for six weeks pre-diagnosis
is not going to work in that environment. I think it shows we don’t have
the staff or the capacity to run a really effective workshop. Pre
diagnosis would probably increase capacity but the problem is actually
getting it to work when they are booked out for 6 weeks which many of
the

dealers

involved

with

lean

are

at

present

(Distributor

Representative).

This concurs with Monden (1994), who suggests that it is essential to shorten
lead times in order to improve flexibility and allow for rapid adapting to specific
demands which arise. Furthermore, Monden contends that short lead times
reduce the risk of obsolete stock becoming an issue. This is especially relevant
to the motor dealer where specific parts are required for specific vehicles and
cannot be re-sold if the customer does not return to have the part fitted. Effective
pre-diagnosis in tandem with short lead times helps reduce the risk of obsolete
stock;

Pre-diagnosis has helped reduce the level of stock due to parts being
ordered and the customer not returning (Dealer 1).

Advocates of lean contend that lean management is all about processes rather
than people. This, however, has been contradicted by some of the current
research findings whereby, to be able to carry out pre-diagnosis while booking in
the car it is necessary for a person with a technical background to do the job.
Dealers

have

experienced

difficulties

by

having

non-technical

service

receptionists who do not have the required technical knowledge to ask the
appropriate questions so as to facilitate accurate pre-diagnosis at the booking
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stage. Technical questionnaires have been devised by some dealers to assist
non-technical service personnel in obtaining relevant information, however, it a
conscious effort is being made by dealers to appoint people with a technical
background for taking the service bookings:

\Ne have Just recently moved our warranty clerk to work at service
reception to book in the cars as he would be more technically minded
so the idea is that he will be able to ask the right questions to perhaps
identify more accurately what extra parts are needed and so have
them ordered and in stock when the car arrives (Dealer 4).

This concurs with Jones (2005) who states that dealers who strive towards a
“right first time” mentality can only do so by making more accurate diagnosis,
which involves having technically skilled service receptionists asking the correct
questions when taking bookings so as to understand and diagnose the problem
more thoroughly so parts can be pre-ordered (in Brown, 2005).

Other dealers have created detailed questionnaires to assist front-line service
sta'ff when booking in cars with less straightforward problems. The questionnaire
is designed so as to obtain as much relevant information about a problem as
possible, thereby affording the best opportunity to the technician to accurately
diagnose the problem when the car arrives into the workshop:

We have developed a technical questionnaire for use at service
reception. Where somebody wants to bring a car about a technical
issue like a rattle or squeak, or for a performance issue, we actually
have a descriptive questionnaire that the service receptionist fills out
and the details are included with the job card so the technician gets as
much relevant information as possible (Dealer 7).
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The current research findings illustrate that when the dealer has pre-diagnosis
working effectively the benefits are significant as it reduces the number of cars
having to return for completion of repairs which in turn reduces the administration
and paperwork.

It provides opportunities for up-selling,

it increases the

throughputs in the workshop by making the process more efficient and probably
most significantly it reduces the stress levels for both staff and customers when
the repairs can be completed on time, first time, which is the primary objective of
implementing pre-diagnosis:

There is much better efficiency and higher numbers of throughputs in
the workshop. The standard service is able to be carried out in less
than three quarters of an hour whereas before it used to take one and
a half hours. Also there is less postponing of work in that customers
give the go ahead there and then so the car doesn’t have to return
(Dealer 1).

These findings concur with Womack and Jones (2005) who suggest that pre
diagnosis and preparation before the car arrives to the workshop significantly
improves work scheduling, while at the same time generally improving the level
of service experienced by customers. Furthermore, pre-diagnosis improves the
chances of having the correct parts available when the car arrives, thereby
improving the likelihood of completing the repair “right first time”.

4.5.2 Spaghetti Maps

Many of the dealers interviewed mentioned the use of spaghetti maps as one of
the tools used which had a big influence on refining how certain jobs were being
done, along with convincing any sceptics of the merits the lean approach would
bring to everyone in the organisation. All dealers have some experience of
spaghetti mapping on processes within the organisation. Some dealers, however,
have applied spaghetti maps only to the process where they identify it as being
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most relevant, for example standard job types such as pre-delivery inspections
(PDI). While other dealers have applied spaghetti mapping to a range of
processes including PDI, service operations, car valeting, parts picking and the
preparation of sales cars.

Spaghetti mapping involves tracing the movements of a worker while he or she is
carrying out a particular task. This highlights the waste involved in each process
and provides a focus whereby people begin to think more about what they are
doing and ways of simplifying the procedure. Most dealers viewed this as being a
very simple and logical tool and yet very effective for highlighting waste within
work practices. The results of spaghetti mapping had a significant impact towards
the introduction of lean;

Through the use of a spaghetti map it was observed that one guy who
was valeting a car actually walked 1.8 km whilst cleaning the car.
Through analysis we were able to modify the way he did the job in a
logical way so that he could clean the car whilst only having to walk
0.25 km (Dealer 1).

Similarly, other dealers saw spaghetti mapping as one of the key “selling points”
of lean practices to workers so they could actually see a tangible benefit for
themselves:

/ think the spaghetti chart was probably the most effective tool to get
everyone thinking about reducing waste. The idea of reducing waste
by eliminating unnecessary Journeys and doing a job in the least
possible manoeuvres really brought the idea home (Dealer 7).

By using spaghetti maps you might be able to prove how a person
could realistically end up walking 10 miles less in a week. (Dealer 2).
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These findings concur with Bicheno (2004) who suggests that spaghetti diagrams
provide an excellent shock tactic to highlight the overall waste of motion within a
given process.

Dealer 3 used spaghetti maps to monitor how long it took from when the car was
dropped off at the workshop and the jobcard prepared, to when the mechanic
actually began working on the car. This highlighted wastes of motion such as
looking for the car key, locating seat covers, locating the car in the car park,
having to move other cars which were blocking in the car due to the cramped
parking facilities, and then once the car was on the ramp the time it took to get
the parts from the parts department and actually begin working on the car. As a
consequence of the mapping radical changes were made within the dealership to
the benefit of both the dealer profitability and the satisfaction of staff:

The way the process works is that by the time the mechanic is ready
for a job the job card, keys and seat cover are ready and waiting so he
doesn’t have to waste time looking for these items. In addition, the
parts service person will already have the parts ready and by the time
the car is on the ramp the parts are available. We cut down the
logistical problem of finding the keys and seat covers, we cut down the
problem of having to wait for a job because the workshop controller
was out on test drive and we cut out waiting for parts. Our workshop
efficiency soared and our profitability soared and the mechanics bonus
also went up, and from that moment everybody was convinced that
lean was worthwhile (Dealer 3).

Another dealer used spaghetti mapping within the parts department as the basis
for developing a system whereby the parts required for a particular job are picked
from locations identified by alphabetical order on the parts picking docket. This
eliminates the haphazard picking of parts from different locations in the parts
department, which is the norm for most dealers:
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The picking slip for parts is sorted in ascending order of part location
to minimise walking for the parts personnel. Only one path through
the store is needed to compile any single parts order no matter how
many parts are on the order (Dealer 1).

This concurs with Bicheno (2004) who suggests that the spaghetti diagram is an
excellent tool for identifying the most logical and best possible routes for a
process to flow. Furthermore, parts should be located as closely as possible
together in the one area to minimise movement by the handler.

An important finding from the current research is that spaghetti mapping, as used
by the consultants, provides a valuable critical analysis tool which highlights the
elements of waste within each process:

The use of spaghetti maps provided amazing findings which was very
beneficial to the dealers. I observed one dealer principal with over
thirty years experience and his jaw almost dropped when we mapped
one particular service Job and observed the mechanic from when he
' actually got the jobcard to when he began working on the car. Between
walking around looking for keys, seat covers, floor mats and so on and
then having to move other cars to get the one he was to work on into
the workshop it took twenty five minutes from receiving the Job card to
when he began working on the car. Then when working on the car he
walked around and around doing his checks in a haphazard manner.
He had to go and borrow a tyre thread depth guage from another
mechanic and finally he spent eleven minutes waiting at the parts
counter. In total, before he actually physically worked on the car there
was almost forty five minutes lost (Distributor Representative).

The current findings confirm that spaghetti mapping is one of the key “lean” tools
that all dealers obtained significant benefits from. First, in terms of identifying
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wasteful elements of existing practices and second, through highlighting to all
staff members how worthwhile and realistic lean management techniques can
be.

Additionally, the findings concur with Conner (2001) who emphasises the

importance of recording the time involved in each activity, but cautions of a
common tendency to concentrate on the easy tasks while ignoring the more
difficult.

4.5.3 Job Card Data Analysis

Most dealers found that the data analysis of job cards which was carried out by
the consultants uncovered vast details which showed up the inefficiencies within
the after-sales department at all levels along with highlighting the potential for
increased sales. This detailed analysis involved analysing up to three hundred
job cards within the dealership and identifying where repairs were not completed
fully or on time. The numbers of cars which had to return to have the work
completed were tracked and the reason why they were forced to return was
identified.

In addition, an analysis was carried out to assess the potential loss of sales
where it was discovered during the service of a car that additional repair work
was required, however, this additional work was not being carried out in the
workshop. The analysis highlighted the reasons why this work was not being
completed in the workshop and the value of the potential lost sales to the
dealership.

Dealer 6 admits to have been “blown away” by the results of the analysis in that it
highlighted the fact that 68 percent of the cars that came into the workshop to
have a particular job done also needed additional work which was detected while
the mechanic was conducting the initial repair. This additional work was not
being done, but only reported to the customer on collection of the car. This meant
that the customer and workshop either had to re-schedule the car to have the
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additional work carried out or else the work was lost to the dealer. Re-scheduling
obviously means inconvenience to the customer and duplication of paperwork,
etc. for the dealer, which are avoidable sources of waste:

Sixty eight percent of cars came in for this or that, but also needed
other work which was only discovered as the work was going through.
So what we are trying to do now is get pre-authorisation for the extra
work (Dealer 6).

The data analysis links directly back to pre-diagnosis and having adequate
information about the car before it actually arrives for servicing so as to make
informed estimation of what will be required and so get pre-authorisation from the
customer to have the work carried out if necessary. This has led to a significant
increase in “up-selling” within the after-sales department. There are many
benefits obtained from up-selling: first, it increases the number of technician
labour hours being sold by the workshop for a given number of cars, second, it
increases the parts sales, and third, it reduces the quantity of paperwork
(jobcards, invoices, etc), required by the service administration staff:

We decided that instead of booking for fifty hours work a day in the
workshop, we would pear it back and only book for twenty five hours,
however we find now that we are up-selling to such an extent that we
are actually selling fifty three labour hours a day. The difficulty now is
that the lead time for the workshop has increased which creates its
own problems. We are trying to control that by being more selective in
the work we are taking in (Dealer 6).

Dealer 2 contends that data analysis actually shows up the efficiency or
otherwise of staff. Furthermore, the habits of customers need to be modified also
to improve the process. For example, the custom whereby customers just drop
off their car in the morning and collect it in the evening needs to be modified by
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the introduction of scheduled appointment times so as to improve the processes
at service reception. Furthermore, appointment times avoid the creation of
queues at service reception during peak periods of activity. The use of
appointments for dealing with

individual

customers also

provides

more

opportunity for up-selling:

The culture of customers arriving at 8.30am with an attitude of “first up,
best dressed” had to be modified to one of the front line staff actually
saying “I have someone coming in at 8.30am, how would 10.00am
suit?”. Basically we had to change the system to be able to predict
when the customer would arrive so we could spend more time actually
dealing

with

the

customers’ needs.

Our analysis proved that

appointment times do actually work and that customers will adapt to
them (Dealer 2).

This finding concurs with Womack and Jones (2005), who suggest that, contrary
to the traditional beliefs of some managers, queues do not make staff work
faster. More often the presence of a queue can cause staff to cut corners and
rush the process in an attempt to reduce the queue length. This inevitability
results in mistakes being made and an erosion of customer service standards.
This is critical at service reception, where as discussed earlier, accurate
recording of details improves the chances of the technician fixing the car “right
first time”.

Job card data analysis re-iterates that the entire process hinges on effective
diagnosis and preparation for the car before it even arrives into the workshop:

It is important that the service receptionist spends enough time asking
the correct questions to help identify what is involved so that the parts
and time can be planned ahead (Dealer 3).
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The distributor representative contends that the analysis of job cards proved that,
contrary to what dealers had believed, it was actually the lack of adequate
preparation that was the weakest part of the service process. Furthermore, it
highlighted that some dealers were experiencing comebacks in the region of fifty
to sixty percent, many of which were caused by the simple things not being
carried out in an efficient manner, such as specific parts not being ordered for
cars before the car arrived for servicing;

/ think that if the deaiers actuaiiy did nothing eise in reiation to iean but
carry out data

anaiysis and then

use

the

findings

to

make

improvements it wouid be very worthwhiie (Distributor Representative).

An important finding of the current research indicates that jobcard data analysis
has been a significant tool to highlight shortfalls when dealing with customers
and difficulties with existing processes within the dealership. In most cases, the
information forthcoming through data analysis had been overlooked by dealers
before embarking on lean principles. Furthermore, data analysis highlights
increased opportunities for “up-selling” within the after sales department. The
benefits obtained from up-selling are twofold. First, the increased parts and
labour hours sold and second, the reduced administration work per day which is
seen as non-value adding work.

4.5.4 Pre-picking of Parts

The pre-picking of parts was referred to by most of the dealers interviewed as
one of the tools to have had the most impact on improving efficiency within the
after-sales department. Some dealers had already embarked on the pre-picking
of parts before implementing lean management, however, it was in a more
haphazard fashion as they did not fully analyse the requirements before the cars
arrived for servicing;
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Pre-picking parts was always done to some extent, but lean re
emphasised its importance (Dealer 6).

Pre-picking is based on the concept of JIT whereby the parts for a particular job
are gathered together and available for the technician when he/she requires
them. This eliminates waiting times and helps to evenly spread the workload of
the parts personnel throughout the day. There are no bottlenecks created due to
a number of technicians requesting parts at the same time because within
reason, the parts required for each job have been identified before the job is
allocated:

All parts and sundries are delivered pre-ordered to the relevant
technician “just in time”. Consequently, as a rule, the technicians have
no reason to approach the stores department (Dealer 1).

From the current research findings it can is observed that the process of parts
pre-picking is based on the Kanban element of JIT as described in section 2.1.2
of the literature review. Furthermore, it concurs with Monden (1994) who
suggests that the Kanban system harmoniously controls the type and quantity of
product required for each individual job, thereby linking processes within the
organisation. Similarly, Schonberger (1982) suggests that the concept of JIT is to
deliver goods in time to be sold and deliver components in time to be fitted. Both
are relevant to the service process.

The procedure undertaken by most of the dealers is that every day a list of the
pre-booked work for the next working day is fonA/arded to the parts department
so they can have the parts pre-picked and if necessary any parts unavailable can
be ordered. If there is a problem with the supply of a part for a specific car then
the service receptionist is informed and the customer is notified before leaving
the car to the workshop. To minimise the occurrence of this, all non-standard
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service parts must be ordered in good time to allow for shipping from the
manufacturer:

We try to look at the jobs two days ahead and make sure that we know
what is required so the parts can be picked or ordered to suit each
particular job (Dealer 7).

Some of the dealers have gone so far as to close off the counter between the
parts department and the workshop and employ a dedicated “parts-to-workshop”
person. This means that the mechanics do not have to come looking for parts,
but instead the parts are already picked and waiting for them. This has been
significant in reducing the amount of wasted time through mechanics queuing at
the parts counter and in many cases having to compete with customers at the
public counter for the attention of the parts person. By having a dedicated partsto-workshop person this has been eliminated:

We did something quite radical. We closed the parts counter to the
workshop completely and employed a person specifically to become a
parts-to-service person (Dealer 3).

The time spent by mechanics waiting at the hatch is now eliminated as
we have closed the workshop hatch to the parts department (Dealer 1).

In addition, some dealers have gone so far as to provide mechanics with a “pool
stock” of common items used in servicing, such as light bulbs, fuses and other
consumables which are replenished regularly by the parts-to-service person and
this eliminates the need for mechanics to waste time looking for these
consumables during the course of servicing a car:

The system of parts pre-picking is working very well, I suppose
because everyone sees the benefit. The foreman can see the benefit
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because the technicians aren’t idle, the technicians see the benefit
because they are not waiting for parts and the parts people see the
benefit because there is no queue at the hatch (Dealer 4).

The findings indicate that while some dealers had previously introduced a form of
parts pre-picking, the introduction of lean thinking made the system more
effective due to more efficient booking-in processes and pre-diagnosis. This is
an important finding from the current research which highlights that efficient parts
pre-picking can only happen in tandem with adequate pre-diagnosis. Dealers,
therefore, who are already pre-picking parts and justify not implementing lean
techniques because they believe they are already doing so to some extent, fail to
see the true meaning of lean management. Furthermore, the pre-picking of parts
has a positive influence on satisfaction levels among all staff involved as they
realise their time is being more efficiently utilised.

4.5.5 Process Activity Mapping

Process activity mapping was identified by some of the dealers who have
introduced lean management to a greater degree as being an important tool for
improving both the process involved and the layout of certain areas in the
workplace to make them more conducive to efficient work practices. Central to
this concept is making things as visual as possible so that everyone concerned
can identify how the process is flowing. By analysing in detail the way a particular
task is carried out and by identifying where improvements can be made it can
result in both improving performance levels and reducing worker frustration.
Improvements can range from simply changing the location of the tools required
for a particular job to completely altering the sequence of working to make better
use of limited resources.

Mitchell (2005) attributes the recent interest in lean management within the motor
industry service sector to techniques such as process activity mapping. He
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contends that by analysing entire processes it is possible to make improvements
that reduce the effort required by the customer, while simultaneously improving
procedures within the garage to reduce wasteful practices.

Process activity mapping involves the methodological analysis of how each task
is being done looking at the pros and cons of the current system and what
changes can be made to improve the process:

Process activity mapping would probably be the tool which I found
most beneficial in that it results in a well thought out and proper
process, rather than just a snap decision (Dealer 3).

Furthermore,

Dealer 3

suggests that through

process

activity mapping

inefficiencies are highlighted which in turn can be eliminated:

If you look at the physical time a mechanic spends working on the car
it shows that the mechanic is generally quite efficient, however, the
time inefficiencies come from waiting for a jobcard or parts. If the
'

mechanic is allocated one hour to do a service, then by the time
everything is organised half the time may be already lost, therefore, the
mechanic must be doing the work in half the time. The problem is that
there is no time for identifying additional items to sell so profitability is
affected (Dealer 3).

Another dealer believes that process activity mapping is effective as a tool for
improving quality standards and significantly reducing the levels of reworking
necessary:

Process activity mapping results in less chance of something going
wrong because the person is concentrating on the job and knows the
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process that has to be gone through to complete the job correctly
(Dealer 1).

The visualisation of processes, where possible, is also a major factor in
preventing failures in the system. Having a visual record board for mapping and
scheduling the progress of each job helps identify potential problems such as
work delays or unavailability of parts, which could have a knock on effect with
other work schedules:

By playing around with systems and through process activity mapping
we have recently decided to locate our workshop controller in a very
visible location. This along with the use of a white board for recording
when cars are waiting for parts or when parts are in stock, we are
ensuring that communication between the workshop and parts
department has been improved both visually and verbally (Dealer 6).

Dealer 1 contends that through process activity mapping, changes have been
made within the after-sales department which mean that there is less difficulty
experienced in the efficient running of the department, thereby resulting in less
stress on management:

There is reduced stress for management as the emphasis has
changed from managing people to managing processes which are
logical and have been well thought out (Dealer 1).

An interesting finding was that one of the dealers not involved in the “official” lean
project has adopted a “watered

down” version

of analysing

processes

themselves and consequently have made changes to cut down on non-essential
activities:

136

Since reading the book on lean thinking I find myself constantly trying
to look at processes within the garage. I regularly talk to staff about
better ways of doing things. For example I analysed vehicle sale from
start to finish, from order to delivery, and questioned why we were
doing something a certain way. In effect we cut out two books that
were used in sales for years but were not actually irrelevant to the
process (Dealer 10).

The current research indicates that process activity mapping is a very effective
tool for analysing how individual tasks are carried out and highlighting how
improvements can be made. It puts each process under a

microscope ,

questions why a task is being carried out in a particular way and investigates
whether or not there is a more efficient method. Due to the detailed specific
approach of process activity mapping, it has only been used by some of the
dealers who have been involved with lean for a longer period of time or by those
dealers have implemented lean techniques to a greater degree. The dealers who
are relatively new to lean management expect to be using it as a tool once they
have other elements introduced.

4.5.6 Location of Special Tools

The location and identification of tools within the workshop is an aspect to the
lean approach which every dealer involved saw as being “simple and logical and
yet very effective for increasing the effectiveness of the process activity mapping.
While not all dealers have reached the stage of carrying out this yet it is definitely
a methodology that will most likely be implemented by all dealers.

The distributor representative contends that before the introduction of lean
management the attitude was to keep special tools locked in a secure location,
perhaps even in the parts department where a system of “signing out” a tool was
adopted to monitor the location of the tool. While this approach was good from a
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security perspective, it was not conducive to the lean philosophy because it
meant delays while mechanics were searching for tools or waiting at the parts
counter for a tool and it also wasted the parts people’s time in having to sign in
and out the tools when they could have been dealing with specific parts issues:

From an importers point of view we were advising that because we
have so many special tools and equipment, they should be locked
away in the parts department. But from a lean thinking point of view,
ideally every mechanic should have their own set of special tools, but
at the very least special tools should be located in the workshop on a
visible shadow board and no further than a twenty metre walk from all
the mechanics (Distributor Representative).

Dealer 6 sees the location and proximity of tools to mechanics as being a very
influential exercise in reducing waste of time in the workshop. The intention of
most dealers involved is to provide all mechanics with the common tools used for
servicing (tyre pressure guage, thread depth guage, etc) and then have the
special tools located in a logical order either in a dedicated work bay according to
the job type, or in a central location where everyone will have access:

We are going to have a major drive on having all our general and
special tools sorted, but unfortunately because of space constraints we
can’t have a dedicated work bay for each mechanic or Job type and so
we will try to locate the tools centrally (Dealer 6).

Dealer 3 is proposing the dedicated bay approach to special tools whereby each
work bay will have the tools required for carrying out a specific task and the bays
will be colour coded so everyone knows what tools belong to each bay:

We are currently working on establishing dedicated work bays for
specific types of job. For example, a service bay will be colour coded

138

and all the tools necessary to carry out a service will be available in
that area so the technician doesn’t have to go walking for a tyre
pressure guage, oil filter tool, etc, everything will be to hand. Also
repair bays will be defined, and for example, the tools needed for
replacing a timing belt on a particular engine type will be colour coded
so the technician knows which tools at the particular work bay are
required for the specific job (Dealer 3).

This finding concurs with Joseph (2006) who states that the system of 5Ss is
required to eliminate unnecessary clutter and standardise work practices. The
5Ss stand for sort, straighten, shine, standardise and sustain. These are used to
describe a good housekeeping methodology which creates a more compact
layout with all necessary tools readily available. Furthermore, he identifies two of
the major wastes as being the unnecessary movement of staff and unnecessary
transport of products, which in the case of the workshop could equate to tools
required to carry out a specific task.

Another dealer believes that “tooling” may be a contentious issue with
mechanics, whereby a “toolbox hierarchy” exists with the perception of
mechanics being “the bigger the toolbox the better”:

This goes against the lean philosophy of having the correct tools
available for a specific Job and not having to shuffle through an over
full box of tools which in reality are not needed everyday and might as
well be left at home because they create clutter when trying to find the
tools actually required. It will take a change of mindset to get the
mechanics to organise their own tools in a lean thinking way (Dealer
2).

Dealer 1 envisages similar difficulties arising for some mechanics in the
organisation of their own toolboxes. He contends that there are certain
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individuals with an extensive tool range, however, if asked for a commonly used
spanner, the person would have to search the box to find the spanner which
wastes considerable time:

A change in the toolbox culture is needed by some mechanics. The
idea is that they shouldn't have to search through a tool box full of tools
they don’t need, in order to find a tool that they do actually need
(Dealer 1).

The findings suggest that the location of special tools which are purchased by the
dealership and commonly available to all mechanics can relatively easily be
adopted to lean processes, however, where a mechanic’s tools are concerned,
there may be a certain resistance against being told how to organise their
personal tool box unless mechanics can see the benefit for themselves.

4.5.7 Customer Fulfilment Report

Womack and Jones (2005) contend that, from the customer’s point of view, a
successful consumption process is one where waste is minimised. An important
finding from the current research is that customer fulfilment reporting is
recognised by most of the dealers interviewed as providing important information
in relation to the operation of procedures within the after-sales department.
Interestingly, however, customer fulfilment reporting has only been fully adopted
by one dealer. Other dealers contend that it is not practical to conduct as
significant time is involved and it almost requires a dedicated person to carry out
the reporting.

Customer fulfilment reporting involves monitoring the progress of each individual
job as it progresses through the workshop from start to finish. It involves detailed
analysis of the different stages and identifying how much time had been allocated
for the job, if the time allocated was adequate, what extra work was found, could
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it be finished in the time allocated, or if not, then why not. Through this
monitoring, trends arise which indicate where problems and “bottlenecks” are
occurring and so it highlights where changes need to be made to improve the
process. As observed earlier the difficulty with this is that it takes a considerable
time to monitor and record the process:

The service advisor fills out the customer fulfilment report when the job
is complete or when the process stops for some reason, for example
no parts available or not enough time, etc. If you were to clock the time
spent filling it out every day it would be about two hours. It can give
you a touch of analysis paralysis at times, but it is a very effective tool
(Dealer 1).

Dealer 1 also states that customer fulfilment data provides timely information
which ensures that problems and trends can be highlighted immediately. This
makes it possible to rectify difficulties as quickly as possible before problems
develop “out of control”. When compared to other sources of feedback used by
the dealers, customer fulfilment data has the distinct advantage of being
immediate, whereas other sources involve time delays of up to four months in
some cases, so the occurrence of a particular problem may have escalated
before being identified by the dealer:

Part of our lean Journey involved gathering customer fulfilment data
and this made some quick fixes possible as trends became visible that
were affecting the right first time rates. The data provides hard facts on
the frequency, causes and impacts of problems (Dealer 1).

As previously stated, the research findings indicate that other dealers have found
customer fulfilment reporting to be just too time consuming, however, they do see
its merit as a performance enhancing tool. Some dealers contend that in an ideal
situation they would have someone working in the organisation dedicated to the
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implementation of lean management and in such case it would be one of the
tools they would adopt:

If I was going to employ a person full-time specifically with the role of
implementing lean thinking, but being the only manager on site I do not
have the time required to run the dealership and concentrate fully on
lean thinking (Dealer 3).

This

finding

emphasises

the

importance

of

adequate

staffing

for

the

implementation of lean. Furthermore, an important observation is that what is
recognised by most dealers as being an effective tool for the implementation of
lean is not being undertaken by six out of seven dealers because of time
constraints.

Womack (2005) suggests that differentiation for a service provider can be
achieved by reducing the quantity of time and effort required by time-constrained
customers in obtaining the service. Furthermore, Jones (2005) contends that
right first time, on time, is what motor trade service providers must work towards
in order to increase customer satisfaction levels (in Brown 2005).

4.5.8 Buffers

Some dealers have adopted the concept of having “buffers” whereby a pool of
work is readily available to avoid delays between jobs. It means, for example,
that when pre-diagnosis is being carried out on a particular vehicle the garage
does not have mechanics waiting around for work. The buffer is used whereby
the mechanics can draw from a number of cars in a particular area which are
ready to be worked on. These can comprise of customer cars and sales cars:

The buffer concept is fantastic. For example, what we are doing now
with valeting is that all service cars which need cleaning are parked in
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a specific area so when the car cleaner wants his next job he doesn’t
have to waste time walking around and asking which car is next, but
instead he just pulls a car directly from the buffer. He doesn’t have to
talk to anyone because he can see which cars need cleaning in the
buffer area. If a car needs to be prioritised it will have a visual notice on
the windscreen, it works really well (Dealer 6).

Another dealer uses “buffers” effectively for controlling the work flow into the
workshop. The dealer ensures that a certain number of customers are booked to
leave in their car for servicing half an hour before the mechanics arrive for work.
The service advisor locates the cars in a dedicated “buffer” parking area and
when the mechanic dedicated to carry out pre-diagnosis arrives he/she can
commence work immediately because the cars to be pre-diagnosed are readily
available. There is no need for the mechanic to go asking the service advisor
which car should be worked on next because they will be located in the buffer
parking area.

A further buffer area located in the workshop ensures that when the predia'gnosis is complete the mechanic who is going to carry out the service knows
exactly where to locate the car. This eliminates the waste of the mechanic’s time
searching for keys, jobcards and the car itself. Furthermore, when the car is
parked in the buffer area the parts required will be delivered to the car by the
parts person, thereby having available all the elements needed for the mechanic
to efficiently complete the service:

The buffer is important so the mechanics do not have to walk around
the car park looking for the car. When they get the jobcard they know
the area where the car will be waiting (Dealer 1).

The current research indicates that the buffer is an important tool that can be
used to smooth the work flow and avoid “bottlenecks”. It also helps reduce
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inefficiencies in the administration of jobs, thereby allowing a greater proportion
of value adding time for each job. This concurs with Hines et al. (2002) who
suggest that activities can be identified as being value adding, support activities
or waste and the primary objective must be to eradicate the wasteful activities.

4.6 Effects of Lean Management on the Motor Retailer
This section presents the current research findings pertaining to the effects that
lean management has had on dealers who have implemented lean principles to
various degrees. Consideration is also given to the views expressed by dealers
who have so far not embarked on lean management.

4.6.1 Assessing the Effects

Assessing the effectiveness of lean management takes on different forms
depending on what a dealer expects from lean. Dealers became interested in
lean management for varying reasons and these will effect how successful or
otherwise their lean efforts have been. Some dealers undertook lean solely to
increase turnover and profit levels. Others were more concerned with improving
quality and customer satisfaction while maintaining or improving on their existing
performance levels. Some dealers experience space constraints due to their
location and adopt lean to maximise its utilisation. Other dealers almost have too
much space and require lean to develop a more efficient layout.

There is “no one size fits all” to meet the needs of all dealers and each dealer,
either rightly or wrongly, has attempted to tailor lean management to suit their
own requirements. Regardless of individual needs the overriding objective of all
dealers is to make significant improvements to the running of their business. This
concurs with Mitchell (2005), who suggests that lean is concerned with
maximising the return from assets.
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The current findings suggest that every dealer has obtained at least some benefit
from implementing lean management, including those who commenced its
implementation relatively recently. Furthermore, the findings indicate that the
degree to which each dealer achieves their expectations depends on the
commitment to the programme:

Lean can be addictive and you can even find yourself applying it to
what you do at home. For example making a cup of tea and locating
the kettle elsewhere because it makes more sense (Dealer 3).

Ifs the thought process of lean thinking that works for us, just getting
people to think about what they do and why. It is a way of life rather
than a programme so without thinking about it, elements of lean have
been implemented into the sales department (Dealer 5).

It is a great process. I would encourage anybody to explore it, anybody
who dipped into lean has found it worthwhile (Dealer 6).

The current research analysed the impact lean management had on the
dealerships interviewed under the headings of performance, quality and
customer satisfaction.

4.6.2 Lean Management and Performance Levels

Womack (2004) contends that through implementing lean principles there is
potential for productivity to double or triple from existing levels (in Drickhamer,
2004). The current research findings suggest that performance levels have
generally improved in all dealers who have implemented lean management
techniques, however, to varying degrees and generally those who have put more
time and effort into lean have seen greater returns. Furthermore, the two dealers
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that had only been involved with lean management for less than six months were
not in a position to quantify performance improvements.

Some of the dealers were implementing lean in conjunction with moving into new
premises. This makes it difficult to estimate with accuracy how much of increased
performance is attributable to the implementation of lean and how much is due to
the business moving into new premises. Moving into a purpose built garage
would be expected to increase efficiencies and overall performance levels of the
business;

/ would say that at least fifty percent, if not more, of the improvement in
performance over the past few years is to do with just moving into the
new premises rather than introducing lean (Dealer 4).

This concurs with the view of Joseph (2006), who indicates that operating
expenses can be reduced by up to thirty percent through the effective layout of
facilities within a business. Furthermore, poor layout contributes to four major
wastes within the service sector (i) waiting for work, (ii) unnecessary movement
of staff, (iii) unnecessary transport of products required in service operations and
(iv) excessive inventories.

A difficulty highlighted in the current research is that the dealers involved appear
to have no definite method of determining the effectiveness of lean management
with regard to increasing performance levels. No base line or targets were
identified by either the consultants or the dealers themselves, which could be
used for comparison purposes:

We are a relatively new dealer in a new location and our business is
growing month by month, so if we did nothing we are expanding so I
have no baseline to work from (Dealer 7).
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The consultants were not concerned with measuring performance at
all. They are more concerned with the processes, and the attitude is
more or less that if all the processes are right, then everything else will
follow (Dealer 1).

Furthermore, two dealers had only commenced lean management approximately
six months prior to interviewing for this research so they had similar view points
regarding the effect of lean in relation to their performance levels. They indicated
that they are not long enough involved to see significant increases in
performance levels which might be directly attributable to lean and so were not in
a position to provide accurate data regarding the effect lean management has
had on performance levels within their dealership:

We have not got a consistent implementation of lean yet, therefore, we
have nothing to measure so far. I would say that so far there have
been no noticeable improvements in performance. We are at early
stages yet (Dealer 7).

Its early days yet and I do not think that performance levels have been
affected really. I would certainly hope they have not disimproved
anyway (Dealer 5).

Other dealers

interviewed,

who have been

using

lean

practices for a

considerable time, estimate that turnover through the service and parts
department has increased by somewhere in the region of eighteen to twenty
percent as a consequence of implementing lean management.

Dealer 2 attributes the increased performance directly to the implementation of
pre-diagnosis and process mapping:
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The turnover has increased by reducing the time taken to complete a
service in the workshop. This is due to the pre-diagnosis making things
more efficient. Also since implementing process mapping to the PDI
we find that this year we are doing ten PDTs a day whereas last year
we were only getting through eight a day, and that is without any
particular extra stress (Dealer 2).

Dealer 1 also attributes a significant increase in turnover to lean management
techniques:

Increase in performance is self explanatory enough because the up
selling is a big thing in that you are more in control and if the customer
wants the work done you can get it done so long as you have the
parts. You don’t have to tell the customer to come back next week
because it can’t be done on the day. It saves time for the customer in
that they don’t have to organise leaving the car off again and it cuts out
having to open new job cards and paperwork. The idea is to minimise
the non-value adding activities like creating Job cards, driving the car in
and out and so on (Dealer 1).

While not in a position to give a precise figure of the increase in overall turnover
or profit, Dealer 1 stated that due to up-selling and because of the ability to
complete jobs with one visit to the workshop, the invoice amounts have almost
doubled without any increase in labour charge out rates or parts pricing. This has
a significant positive effect on turnover levels;

Average time to do a standard inspection service was 1.15 hours, but
with pre-diagnosis and process activity mapping the time required has
been reduced to 0.75 hour. When multiplied by the number of service
jobs carried out in a day and then by the number of working days in the
year it comes to a substantial time saving. Also, the time which was
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being wasted is now being used productively, and all this is before you
factor in the increased parts sales through upselling (Dealer 1).

Dealer 2 estimates that increased turnover resulting from implementing lean
would be in the region of twenty percent:

/ would not be able to put an exact figure on it, but I would estimate
that an increase in turnover in the region of twenty percent would be
close enough (Dealer 2).

Another dealer estimates there has been an eighteen percent increase in the
overall performance of the after-sales department since the introduction of lean
management and attributes this mainly to the findings of process activity
mapping which led to the decision to close the parts counter to the workshop,
and to appoint a dedicated parts-to-service person. Furthermore, this contributed
to increased satisfaction levels of the staff due to the improved procedures:

Our workshop efficiency soared and our profitability soared and the
mechanics bonus also went up, and from that moment everybody was
convinced that lean was worthwhile. It was a win, win situation (Dealer
3).

In contrast to other dealers the yardstick that dealer 6 uses to define the success
of lean is that while output has been maintained at relatively high levels, the
levels of stress has decreased significantly:

We have always run at above ninety-five percent productivity but the
stress levels in order to keep it at that level are quite high. So what I
see out of lean is a reduction in those stress levels and if you reduce
the stress levels, people stay with you longer. People are happier,
people earn more money, and if they are well paid yet not so stressed
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they look after customers better which is beneficial for the long term
future of the company (Dealer 6).

An important finding from the interviews is that, with regard to performance
levels, the monitoring is haphazard and inadequate. The assumption seems to
be that if the processes are improved then performance improvements will follow.
The findings show a lack of accurate data to determine the true value of lean to a
particular dealer. An interesting point is that while some dealers believe their
performance

levels have increased,

observations

by the distributor and

distributor representative believe otherwise:

/ would say that only one, or at most two dealers, have benefited from
improved performance as a result of implementing lean. Of the original
group of dealers that I was involved with, I would safely say that only
one out of five have increased their performance level as a result of
lean (Distributor Representative).

A common perception of the dealers interviewed who have not embarked on lean
management is that performance improvements are inevitable through the
introduction of lean management:

Lean makes sense all right. My understanding is that it involves time
management and efficiency. If we could use it to improve efficiencies,
then output would certainly increase (Dealer 9).

Some of the dealers who have implemented lean management spoke
at the dealer conference about the benefits of lean to their business.
They were fairly positive from what I remember and I know one of the
things was that they expected a big increase in performance over time
(Dealer 8).
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An important finding of the current research is that while these dealers appreciate
the improvements possible, they had no immediate plans to implement lean
management. Furthermore, they all suggested that whilst lean management is
something they would consider getting involved with at some stage in the future,
careful consideration would be required before they would do so. Two of the
dealers said that they would need to carry out a cost-benefit analysis before
committing the dealership to the project:

We would need to do a cost-benefit analysis to see if the potential
return would justify the costs involved. I understand the consultants
cost is quite high, not to mention the time involved (Dealer 8).

It is the way to go, there is no question about that, but I think a costbenefit analysis would be essential before committing to lean
management as other dealers have done. I have read some books and
have a fair idea of what it is about and I believe it is more of a frame of
mind than anything (Dealer 10).

The current research findings highlight that there is an obvious need for more
detailed analysis of the performance levels attributable to lean management
procedures. This could have an even greater impact in convincing more dealers
to become involved if news of significant improvements in performance were
reported.

4.6.3 Lean Management and Quality Standards

Differing opinions are held as to the effectiveness of lean management principles
in relation to improving quality standards within the dealership. Most agree that
lean has a positive effect on quality, and while some dealers attribute much of
their quality improvements to lean, two of the dealers are of the view that lean
does not provide any noticeable improvement in relation to quality.
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It is difficult for many of the dealers to accurately estimate the effect that lean
management has had on the improvement or otherwise of quality standards
within the business. Various factors affect the perceived quality levels and many
of these factors are outside the direct control of the motor retailer. Some dealers
commented that the product quality of the cars they are selling and servicing has
improved greatly in recent years and that contributes to the overall perception of
improved quality, however it is not directly attributable to the implementation of
lean in the motor dealership:

Quality has definitely improved, however, in reality I believe it is a
combination of improved product quality as highlighted by a reduction
in warranty problems in 2006 when compared to 2005, which we can’t
really take credit for. We haven’t been able to strip out and identify
exactly how much of the improved customer satisfaction figures is
attributable to lean (Dealer 2).

There has been a noticeable improvement in quality, however, I don’t
think that it is just down to lean thinking. I think the quality of the
product has improved somewhat, but more so the quality of the staff
have improved. By having more mature and experienced mechanics
as opposed to having first or second year apprentices working on cars
there has to be an increase in quality, and it is for that reason we have
gone down the route of

employing more experienced mechanics

instead of a number of apprentices. Quality is not Just about fixing the
car, but it means fixing it right first time and on time for the customer
(Dealer 3).

This concurs with Wilkinson et al. (1998) who contend that “true quality” is
customer-perceived quality. In contrast to others, dealer 4 expressed the view
that an increase in quality is more likely to be in response to an improved working
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environment and staff appreciation of the considerable investment by the dealer
in providing the appropriate workplace conducive to higher standards:

/ think that moving to the new premises stimulated a greater quality
culture rather than lean (Dealer 4).

Similarly, dealer 5 states:

/ don’t think lean thinking is going to effect quality. We always had a
fairly good level of quality, but then again it depends on what you mean
by quality. If you had bad quality in the workshop when you introduce
lean thinking I don’t think it would necessarily improve the quality.

Some dealers use the number of “comebacks” for reworking as an indicator of
whether quality has improved or not. In most cases the number of comebacks
has reduced since the introduction of lean. There are various reasons for this
such as the mechanics being aware that if the job is not done correctly the first
time it will be highlighted in a way that previously did not happen. This means
there is an increased level of accountability and mechanics do not want to be
seen as “letting the side down”.

A more influential factor, however, is improved booking-in procedures and pre
diagnosis which enable more accurate allocation of time and parts for a given
job. This means there is a higher probability of the job being completed first time
and on time:

The number of comebacks has dropped substantially, and many of the
silly things have been cut out. For example not having the correct oil
filter in stock (Dealer 2).
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This finding concurs with Wantuck (1989), who suggests that quality at source
involves meeting customer expectations by doing the job right first time.
Furthermore, the term quality at source is used to describe how each person
takes responsibility for their part of the process. Similarly, Wilkinson et al. (1998)
contend that through defining quality as “excellence”, an organisation can create
a sense of pride and this generates positive motivation for workers.

Todd (1995) advocates that preventing errors is fundamental to quality creation
and everyone in the organisation must be encouraged to accept responsibility for
getting it right first time, every time. Furthermore, he suggests that this
supersedes the traditional view that some level of error was inevitable and they
should be identified and corrected after the event.

The customer fulfilment report as carried out by dealer 1 provides an excellent
analysis of the quality of the entire “system" within the dealership. As outlined in
section 4.5.7 the customer fulfilment report is carried out daily for each job and
identifies whether or not the service or repair was completed fully and on time,
and if not, then what was responsible for the delay:

The customer fulfilment report is very useful for checking quality of the
process. It has been running for the past year and is filled out every
day. It asks questions like was the car completed on time, was there
extra work, could the extra work be carried out and if not then why?
(Dealer 1).

An interesting finding in relation to quality is that the conducting of quality checks
contributes to so-called “wasteful practices” which are intended to be eliminated.
This concurs with Schonberger (1986) who states that the advantage of quality at
source is to eliminate the need for quality inspectors as quality becomes part of
the normal work process, thus reducing the “cost of quality”:
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The emphasis the consultants place on quality with lean thinking is that
quality should be built into the process from the outset as you can’t
inspect quality into a product no matter how hard you try (Dealer 1).

The current research findings highlight a contradiction in relation to quality and
lean management whereby the manufacturer stipulates that a definite number of
quality checks must be carried out and recorded for pre-delivery inspection,
service and repair jobs as part of the dealer monthly quality standards checklist.
This is contrary to the widely held views of lean advocates that quality checks are
a form of waste:

The consultants laugh at the idea of quality checks and quality
inspections. We have to do compulsory checks every month as part of
our ISO standards for the manufacturer (Dealer 1).

This concurs with Crosby (1996) who suggests that inspections lead to increased
costs while preventative techniques are most effective in achieving zero defects.
Furthermore, the cost of quality declines as a result of increased prevention.
Crosby (1979) advocates the use of the Quality Management Maturity Grid as a
tool by which management must evaluate the level of quality programme within
the organisation.

An important finding from the current research it that there is no one technique
used to monitor quality standards within the dealership and consequently how
quality is affected by lean management. This concurs with Murphy (1986) who
states that no single quality assurance system would be suited for every
organisation. The current research findings suggest the most comprehensive
quality checking system as introduced as part of lean management is the
customer fulfilment report. This, however, has only been implemented fully by
one dealer. While the importance of a customer fulfilment report cannot be
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underestimated, the fact that it takes a significant time and discipline to complete
for every job makes it difficult to maintain.

4.6.4 The Influence of Lean Management on Customer Satisfaction

The importance of lean in relation to customer satisfaction levels cannot be
underestimated. Findings from research by Hines et al, (2002) indicate that new
car buyers are more concerned with the facilities, staff and after-sales service
provided by the dealer, rather than price. Furthermore, these are the areas that
the dealer has most control over, thereby offering significant opportunity for
improving customer satisfaction and retention levels. Similarly, Braden (1977)
contends that research indicates a strong relationship exists between a
customer’s service experience and their decision to purchase another car from
the same dealer.

The most common tool used to monitor quality is the CSS (customer satisfaction
survey), which involves an analysis being carried out by a marketing company on
behalf of the distributor to record customer satisfaction levels and rank each
dealer accordingly. Participation in this is compulsory for all Volkswagen and
Audi dealerships in Ireland. A difficulty arises, however, as there is a time delay
of three to four months before the data is made available so it limits the
opportunity a dealer has to rectify a difficulty for the customer and retrieve the
situation:

/ am not hugely in favour of the CSS, even though ours is quite good. It
is up probably for all the wrong reasons, for example if you do certain
things such as just ringing customers you can obtain a relatively good
result. Hence I wouldn’t put too much trust in its accuracy (Dealer 5).

156

We just monitor the CSS results as provided by the distributor on a
monthly basis. How accurate they are is questionable but it is all we
have (Dealer 4).

In addition to the CSS figures some dealers carry out their own surveys to
monitor customer satisfaction levels. One dealer created a new customer
feedback form with thirty questions which each customer received when
collecting their car following a service, however, due to low response rates, a
simplified version was prepared with seven questions and the questionnaire was
posted to the customers. The response rates were much higher and the
feedback was quite positive but because it was a new initiative there was nothing
to compare the information to so as to identify trends:

The customer feedback card has a large section for comments so it
negates the necessity for the customer to sit down and reply with a
letter. They are more inclined to make a comment which then gives us
an opportunity to go back to them to sort out any problems more
quickly. This is more effective than the CSS information which is quite
disappointing as a tool because it is three months out of date when we
receive it so there is no point in contacting a customer to sort out a
problem that happened three months ago (Dealer 6).

In addition to a significant improvement in their CSS rating, other dealers assess
the impact that lean management has had in improving customer satisfaction by
the lower stress levels for staff working in after-sales:

Adopting lean processes means that you have fewer arguments with
customers. You can talk about the event before hand rather than
talking about it afterwards.

The concept of “right-first-time” has

definitely made life easier for everyone (Dealer 1).
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The number of complaints over a period of time can be used by dealers to
monitor trends in customer satisfaction levels. The complaint letters will generally
also provide more accurate information because if someone has taken the
trouble to write a letter they feel strongly about a particular issue and it will
provide valuable feedback for the dealer:

/ can assure you that our customer comfDlaint file shows as significant
reduction in letters and phone calls of complaint over the past three
years, which is directly attributable to lean thinking (Dealer 3).

Other dealers use the number of letters of complaints as a barometer of
customer satisfaction. In general, though the effect of lean management on
customer satisfaction is an area where there is a lack of accurate data available
and so while dealers have an impression that customer satisfaction has
increased, they may not always be aware of the reasons for such an increase.
For example, where a new car proves reliable it could reflect well on the dealer
rating. On the other hand, if a new car gives trouble it may naturally lead to
dissatisfaction and as the car was purchased from the dealer they may receive
the blame for something which was outside of their control:

We have noticed a reduction in letters of complaint but in reality this is
probably partly due to improved product quality, which we cannot take
credit for (Dealer 2).

While some dealers are attributing improved customer satisfaction directly to the
implementation of lean, the distributor who monitors customer satisfaction on an
ongoing basis, contradicts this:

Our own research into customer satisfaction has showed that it has not
got any better. From our research there appears to be no direct link to
show that customer satisfaction improved with lean thinking. What we
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have seen is that the one dealer who implemented elements of lean
and improved their performance levels have recently seen an
improvement in CSS results, but this is four years on (Distributor
Representative).

The current findings indicate that while CSS is applicable to all dealers there is
no one effective method of assessing customer satisfaction being used by all
dealers involved in lean management. This suggests that assessing customer
satisfaction and the significance to lean to customer satisfaction is a subjective
process. While dealers express their own views as to what is important, more
effective research into customer satisfaction levels is required to accurately
determine and compare the levels of improvement involved. Furthermore, this
would only strengthen the resolve towards lean management if potential dealers
considering embarking on lean management could access accurate data
pertaining to the effectiveness of lean. In the ever competitive motor industry,
increased customer satisfaction will be central to creating sustainable competitive
advantage for individual motor dealers.

4.7 Limitations of Lean Management

From the research conducted, it is apparent that certain difficulties have hindered
the development of lean management within the dealers interviewed. These
problems can be attributed in some cases to the attitudes and activities of
personnel within the dealership. Some of the difficulties, however, are outside the
control of the individual dealers and result from limitations of distributors and
suppliers. To some extent the methodology and time scale applied by the
consultants created further difficulties. In this section some of the common
difficulties the dealers interviewed highlighted are presented and discussed.

The current research findings concur with Chappell (2002) who states: “going
lean is a tedious process, full of costs and management challenges. Efforts are
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sidetracked

easily,

and

results

can

be

misinterpreted.

Solutions

are

counterintuitive. Workers are frequently resistant, and failures are common” (p.2).

4.7.1 Cherry Picking Elements of Lean Management

Most of the dealers interviewed have to some extent “cherry picked” elements of
lean management which either appealed most to them or suited their individual
circumstance. Cave (2003) contends that an attitude of cherry picking the more
attractive elements while leaving out the more difficult elements ultimately results
in failure of lean management within the organisation. This is due to processes
not working effectively in isolation and so maximum benefit can not be obtained.
Similarly, Slater (2001), contends that managers who cherry-pick some lean
elements without embracing a complete culture of lean results in wasted time
and money. Furthermore, the business inevitably just returns to where it begun.

The current research highlights that some dealers have only adopted the
elements which they believed to suit their circumstance:

The best thing about lean thinking is the tools involved. The tools we
used and the way we were taught how to use them was great. I am
quite happy with the tools received from the first session and that is
part of the reason why I did not go on the second part of the
programme (Dealer 3).

Other dealers interviewed found that certain elements of lean were causing more
difficulty to implement and so dropped them. Pre-diagnosis features strongly in
the tools which dealers found difficult to sustain:

One of the things they are making a big deal out of is pre-diagnosis.
We tried it and it didn’t work out the way they wanted it to operate. We
decided to do it in a way which worked for us (Dealer 5).
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We were pre-diagnosing cars and found that we had mechanics
waiting for work. I suppose we just let it go after a while because we
were not organised enough (Dealer 4).

Similarly, dealer 6 states:

We had a go at pre-diagnosis about two years ago and we are just
going back at it again now. We had one technician doing pre-diagnosis
for the first hour and a half of every day. We actually found that it was
taking 25 minutes or so to carry out the pre-diagnosis on each car
because there were a few parking issues and so on. That is why we
decided to leave it to each technician doing the job to check the car
over.

On the other hand, elements of lean management which the dealers found less
difficult to implement were adopted and in most cases were providing some
benefit;

The pre-picking of parts was easy enough to implement because
everyone could see the logic. That was a system we found to work
very well (Dealer 4).

Having all our special tools available in a central location within the
workshop is an on-going programme. Everyone sees the merits in that
so it was not a big deal to do (Dealer 5).

These findings concur with Liker (2001) who suggests that managers seeking
quick solutions to specific problems tend to jump from one methodology to
another, the result being that “nothing really sticks”. This highlights the position of
dealer 4, who states:
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/ suppose you could say that we have a sort of an “a la carte” attitude
in the things we do. We implemented the easier elements and then if
you were to dig down into the systematic processes, I would not say
we would come out too good.

Furthermore, Liker (2001) contends, the mentality of cherry-picking the more
favoured elements of lean and avoiding the less favoured elements results in
only very limited success of lean management within an organisation (in
Vasilash, 2001).

4.7.2 Need for a Dedicated Lean Manager within the Dealership
An important finding from the current research highlights the need for a dedicated
lean manager to be appointed within the dealers involved. Most managers
interviewed attributed a hindering of the implementation of lean to time
constraints:

At different stages we have lost momentum and you get into a rut and
it is hard to pick it up again (Dealer 2).

The managing director is attempting to delegate more management
duties to the relevant people. He has said that if he frees up some of
his time, then lean is something that he would like to spearhead
himself I also believe that as with any company if the MD is behind
something and is seen to be actively involved, people will think that
they better do it (Dealer 4).

As stated previously, one of the conditions that the consultants insisted on was
that the dealer principal must be directly involved with the implementation of lean
management. This concurs with Hirsch (2002), who suggests that in order for
lean to work in an organisation it is essential that senior management embrace it
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(in Chappell, 2002).

Similarly, Scaffede (1998) contends that support for lean

practices must begin at the top of an organisation and work down through the
ranks (in Vasilash, 1998).

While this was important for initially getting momentum behind the lean project in
each dealership, the current research findings suggest that it may be attributable
to the shortcomings of dealers towards lean also. This is because in most cases
when the dealer principal became too busy with other day to day activities of the
business the implementation of lean management dropped down the list of
priorities:

Being the only manager on site with 32 people, with a turnover of
€24.3 million each year and a minimum of 50 customers a day through
the workshop, I do not have the time required to run the dealership and
concentrate fully on lean (Dealer 3).

Other dealers also outline difficulties they experience in maintaining momentum
with lean management:

The minute I started taking my focus off it, which has been the case
recently because I have been busy with other things, lean has slipped
and that is what happens (Dealer 7).

/ suppose in reality what happened in our case, and it should not be an
excuse, was that we probably just got too busy and things were let slip.
You will probably find the same happens to some extent in all dealers
(Dealer 4).

Things would appear to be going fine for a while and everyone would
be making an effort, but then when something appears not to be
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working, unless management is on hand to redirect operations we just
go back to the old ways (Dealer 4).

These findings concur with Harbour (2001), who contends that when initial
attempts to become lean fail many organisations just return to their traditional
ways of working. The importance of strong management who understand exactly
what is required to create a lean organisation is evident:

In all honesty what we should do is appoint somebody with
responsibility for the implementation of lean, but as I say everybody is
so busy. We need to take one of the managers now and ask them to
this on as additional responsibility, which will be difficult (Dealer 6).

The current research findings suggest that if a dedicated lean manager was
appointed with the sole responsibility of implementing lean techniques, then it
would have been possible to maintain momentum to a greater degree.
Furthermore, undoubtedly there are significant benefits of implementing lean
management, both financial and otherwise, so a cost benefit analysis should
indicate that the cost of having a dedicated lean manager could pay many times
over through increased productivity and stable workforce.

Another significant finding of the current research is that many dealers involved
take a short-term view and appear to have undertaken lean with a sense of
uncertainty. This resulted in dealers viewing lean as another management tool to
achieve quick results rather than a way of life for the organisation.

4.7.3 Difficulties with Personnel in Implementing Lean Management

An important finding from the current research is the attitudes of staff towards
lean management within the dealerships. In most cases where the essence of
lean management was explained fully to staff members they embraced the
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concept. This applied particularly where the staff members were directly involved
with the training provided by the consultants:

We had a three day training course with the consultants. There was a
lot of negativity the first day, by the end of day two the participants
were converted somewhat, and by the time we finished the third day,
they were all in favour of lean (Dealer 7).

In my opinion we were probably twelve months too soon in taking on
lean because we did not have the correct structure in place staff wise.
At the time we were changing the staff structure in the garage. We
were replacing some of the poor staff that we had with good staff
(Dealer 3).

For various reasons, however, not all staff members within the dealerships were
in a position to attend the training. The findings suggest that inadequate
understanding of the lean concept results in suspicion and resentment:

There are some staff who will adapt to anything but there are others
who feel that lean is an indictment on their work practices and they
resist the change (Dealer 4)

Everybody thought that they should have been picked to go on the
training (Dealer 5).

/ found that those who were not involved in the training have an
element of resistance as they don’t really understand what lean is
about (Dealer 7).
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Another significant finding of the current research is the importance of having
suitable personnel working within the dealership. The findings highlight that staff
members are central to the success of lean management. Some of the
interviewees attributed difficulties of implementing lean management to poor
discipline and attitudes of key staff members:

A big problem we encountered was both the service manager and
workshop manager have not embraced lean and therefore let It slip. I
think It became more of an effort. I don’t believe the service manager
actually had the discipline to Implement lean (Dealer 4).

This concurs with Vrakking (1991) who suggests that if there is not a culture of
mutual support between different departments within an organisation, it reflects
poorly in the attitudes towards external customers which limits the ability of an
organisation to provide quality service to its customers:

We would not have been able to implement lean In the old garage
because the amount of “kicking” from people would have been
desperate (Dealer 1).

The way I see it, if the workshop manager does not want lean to work,
then it really has no chance because he is not going to put in the effort
needed to change work practices (Dealer 4).

Additionally, the quality of staff members and their ability to efficiently carry out
their specific role was highlighted by the research as central to the successful
implementation of lean procedures. Furthermore, from the research it is evident
that competent staff are especially important to the service reception area where
detailed information obtained while booking in cars for repair directly affects the
rate of jobs completed first time:
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We have just recently moved our warranty clerk to work at service
reception to book in the cars as he would be more technically minded
(Dealer 4).

Staffing can cause problems.

We ran into difficulty where the

technician who was carrying out the pre-diagnosis seemed to have
personal reasons why either he could not or did not want to come in for
8.30am. This caused major headaches when customers were booked
in for 8.30am and eventually we had to move that guy away from pre
diagnosis and let another technician do it (Dealer 7).

You need to get the personnel sorted out, which I have not achieved
yet so things are not as smooth as they could be (Dealer 5).

We promised we would not have any bad practices brought from the
old workshop to the new one. We left some behind, but we developed
a whole new set of bad practices in the new workshop (Dealer 2).

Another important finding from the current research is the impact of staff turnover
within the organisation. Where the staff member has been directly involved in the
lean training process, and subsequently leaves, this has a significant impact in
hindering the success of lean management as valuable experience and
information may be lost from the organisation. Even where the person leaving
was not directly involved in the training, in most cases their leaving will have a
significant impact on the time available to management, who have to recruit and
train-in new staff members:

A big difficulty with lean can be staff leaving. It holds up the
implementation of lean processes and increases costs, both in terms of
time and money involved in retraining new staff. We had a situation
where the parts manager could not attend the second training session
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because someone had left the parts department and we were short
staffed for a few weeks. I think staff turnover is something that
definitely will impact on any dealer who tries to implement lean (Dealer
2).

This concurs with Womack (2004), who suggests that staff turnover, and more
especially the inevitability of management personnel moving on to new roles is a
significant factor limiting the drive required for successfully implementing lean
processes (in Drickhamer, 2004).

A difficulty experienced by most dealers interviewed was the significant time
involved in implementing lean techniques. Most dealers cited that implementing
lean involves substantial personnel resources which could be difficult to sustain,
especially when things get busy:

/ would say that lean is very time consuming. You really need spare
personnel to do it and I think that the way the motor trade is at present,
particularly the Volkswagen business is working flat out and so people
are under so much stress already they have not got the time to
dedicate to lean (Dealer 5).

Similarly, dealer 6 states:

One of the difficulties with lean is that you really have to invest in it.
You have to be prepared to invest time, salaries and human resources
in lean.

This concurs with the general opinion of the dealers interviewed who have not
implemented lean management. One of the reasons expressed by all three
interviewees for the dealers not becoming involved in lean management was
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because, in their opinion, they were not in a position to do so from a staffing point
of view:

/ think staffing would be a big problem. We would not have enough
staff to commit to the level of training involved. At present we would
have a staff shortage if anything (Dealer 8).

We have just moved into a new premises and are re-organising
ourselves with personnel and so on. We would not have the time
available to dedicate to implementing lean management up until now
but perhaps in the future we will consider it (Dealer 9).

We thought about going down the lean route but I suppose the thing is
we did not have the time available to get involved, especially in the
case of after-sales, we have been “flat out” for the last number of years
(Dealer 10).

The current research findings suggest that the attitudes and ability of personnel
within the dealership has a significant impact on the success of lean
management within the dealership. Furthermore, the ability to maintain staff
levels and minimise staff turnover are essential if the organisation is to be
successful with implementing lean management procedures. The need for
effective management to create stability within the dealership with regard to
staffing is highlighted from the current findings. This would reiterate the need for
a dedicated lean manager within each dealership as discussed earlier.

4.7.4 Time Span for Implementation of Lean Management
An important finding from the current research highlights that the “quick fix”
approach to lean management is unrealistic. This concurs with Crosby (1979)
who suggests that quality improvement is a long term and ongoing process.
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Similarly, Liker (2001) contends that developing a lean organisation involves a
considerable timescale. He suggests the timescale may be as long as ten years
for the successful implementation of lean.

Although not directly stated by any of the dealers a common theme emerges
from the research findings, that the time scale adopted by the consultants for
implementing lean processes was too short. Furthermore, when some dealers
began to lose their focus on lean due to other business priorities, the consultants
began to lose interest in the dealer and viewed them as not being “committed” to
lean management:

Well I know that the consultants are totally frustrated with us, not only
this dealership but other dealers as well, because we did not drop
everything to concentrate on lean management. When we did not
move on to phase two the consultants attitude was sort of “well we
knew you were not very committed anyway”, and they sort of scoffed at
us. It is not as perfect a world as they seem to think. I believe they see
the world through rose tinted glasses (Dealer 6).

/ would have to say that if the consultants came back now to review the
progress we have made they would be very disappointed because
most of the things that we implemented tended to last for just a little
while and then petered out (Dealer 4).

The approach adopted by the consultants was that a significant portion of lean
techniques must be implemented within one year so as to lay the foundation for a
process of continuous improvement within the dealers. This provided little time
for dealers to adapt and momentum was lost because in some cases dealers
became disheartened at not seeing significant results within a short time period.
From the research findings it is evident that a contradiction arises between the
approach adopted by the consultants and the contention of many advocates of

170

lean. Womack (2005) contends that lean is a slow process, which creates
difficulties for Western managers who like fast results. Furthermore, he states:
“lean is not a destination but a journey, a really long journey” (p.28). This concurs
with the current findings as stated by the distributor representative:

One very important saying of the lean crew themselves is how you
“develop lean by taking it in bite size chunks”. In my opinion, and to
use the same analogy, it follows that you do not have to “eat it” in 12
months. It could take five years to do it successfully.

You can not realistically put an exact time on implementing lean
because the smaller dealer will generally be in a position to implement
more quickly than the larger dealer. Putting a set time on its
implementation was a big failing in the process. There was, however,
no grey area in implementing lean it was the way the consultants said,
or no way at all (Distributor Representative).

The current research findings highlight the importance of adapting the time frame
for the implementation of lean management according to the requirements of
individual dealerships. The findings suggest the nature of the business dictates
that each dealer must be analysed individually and targets set accordingly. The
approach of forming groups of dealers and allocating a common timeframe for
the group to implement specific lean procedures appears to have had only limited
success. This concurs with Spear (2004), who contends that working under
different circumstances presents a different set of problems which necessitates
the use of different tools and different ways of thinking (in Drickhamer, 2004).
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An important finding from the current research is that dealers are constrained in
implementing lean procedures due to external influences which are outside of
their control. The most significant theme that emerged from dealers in this regard
was in relation to the supply of parts. The dealers highlighted that the current
system whereby parts are delivered from the manufacturer to the dealer via the
importer was not in line with the concept of lean management and JIT.
Furthermore, the system of bulk stock ordering on a fortnightly basis was used by
three dealers to highlight the inconsistencies:

The parts staff commented that the by having to do a stock order every
fortnight we are not doing things the lean way (Dealer 4).

We still have to put in a monthly stock order which is a nuisance
because it is only since we undertook lean that we realise how big a
disruption the monthly stock order is. If we could spread it out over the
month it would be less hassle (Dealer 1).

The whole system is based on pushing parts out to the dealers. They
used to reward dealers according to the size of their stock order. What
was that all about? It is about pushing parts out into the dealer network
so the dealer ends up with massive stock levels. The dealers should
be pulling parts in as they are needed. Also we could order a specific
part and by the time it comes from Germany through the distributor and
to our parts department it could take five days. If there was ever a
system crying out for change it is our parts supply (Dealer 6).

This system of parts supply involving large stock orders is in contradiction to the
concept of Kanban within JIT. Hay (1988) contends that traditional production
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methods involved making the product and then pushing it on to the next
operation regardless of whether the next operation was ready. Conversely, the
Kanban system as part of JIT involves a “pull system” whereby the information is
signalled back from the customer to the supplier according to specific
requirements. Similarly, Drummond (1992) suggests that the pull-based system
eliminates stock build up and facilitates more flexibility.

Another area highlighted from the research is the need to educate and convert
suppliers towards lean systems. This is very relevant to the dealers who employ
sub-contractors to carry out work on behalf of the dealership. Dealer 2 states:

We had to tie in suppliers and get them into the habit of being here at a
specific time to fit the alarm or tow-bar or whatever it might be.

This concurs with Smalley (2004) who suggests that it is necessary to develop a
lean value stream which provides the highest quality in the shortest possible time
and with the lowest costs.

4.8 Summary
This chapter presented the main findings from the research interviews conducted
with seven dealerships within the Audi and Volkswagen dealer network in Ireland
who have undertaken lean management. In addition, findings from three
dealerships who have not engaged with lean management and an interview with
a distributor representative directly involved with the rollout of lean management
within the Irish Audi and Volkswagen network are also included.

An important finding from the current research is that all dealers who have
implemented lean management techniques believe they have gained some
benefit from the experience. The comments of dealer 3, 4 and dealer 6
summarise the general consensus of the dealers towards lean management:
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The tools they give you are very good and once you start thinking
along the lean process it becomes addictive. Definitely lean can have a
huge impact when the will is there to see it through. I would say it could
be the difference between profit and loss in a dealership in future
(Dealer 3).

/ would say it was worthwhile. It is very hard to say if we got our
investment back, but if nothing else it opened our eyes to what we
should be doing. I think if you ask any dealer who participated in the
programme they will have got something from it, but I don’t know of
any dealer who would have got everything from it (Dealer 4).

Without a shadow of a doubt it has been worthwhile getting involved
with lean. The whole thought process, the way we think now is
different. I would say in reality we will only know ten percent of what
there is to know about lean, but that ten percent has a great impact on
elements of our business, which has a knock on effect with other parts
of our business (Dealer 6).

While some of the interviewees may have been somewhat disappointed with
their progress to date, they acknowledge that it has resulted in some
improvements. In general there is a consensus that the return each dealer gets
from lean is directly proportional to the effort and commitment applied:

Needles to say I am disappointed that we are not further down the
road, but we are not off the road, we are still on it. It won’t be
implemented with a big bang, but it is something we will gradually lead
into as we put the systems in place (Dealer 5).

As discussed earlier in this chapter, the individual circumstances of each
dealership influenced both the attitude towards lean and the objectives they used
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to analyse its success or otherwise. The research indicates that priorities of
dealers who became involved with lean management include: improving general
performance improvements, better use of limited facilities, restructuring of
departments and personnel, increasing quality and customer satisfaction levels.
An important finding from the current research is that most dealers have
achieved some of what they initially signed up to achieve. It is, however, an
ongoing process for the long run so there is no dealer who has achieved all their
objectives from lean management thus far.

When asked about the future of lean management and whether there are plans
to have another group of dealers the distributor representative suggested:

The interest in lean is not great at the moment, and it is not going to be
great until dealers already involved start communicating and saying
“this is a great thing and efficiency is up by so much”.

This concurs with the views of the dealers interviewed, whereby only one of the
three dealers interviewed who have not implemented lean had actually discussed
the effects of lean management with a dealer who had implemented lean:

It is something that I would not mind looking into when things quieten
down a bit. As I said since the presentation at the dealer conference I
have not thought about it really. I suppose I should get in contact with
other dealers and see what is involved (Dealer 8).

Similarly dealer 9 states:

/ would say the last time lean management came up in conversation I
had with another dealer was over a year ago. We have no plans to get
involved now, but perhaps in the future we will take a look at it because
there is always room for improvement (Dealer 9).
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An important finding from the current research is that, for lean management to
spread and be undertaken by more dealerships within Ireland, there needs to be
a big effort applied to improving the profile of lean management. Word of mouth
between the dealers will ultimately provide the best advertisement for lean
management. The research indicates that while all dealers involved have
received some benefit, as of yet no dealership has been able to report
substantial and definite improvements. This can be attributed partly to the
methods employed by the consultants and the apparent lack of accurate
measurement tools to monitor results. The current findings suggest that if one
average size dealership had been used as a pilot project and concentrated
efforts made to make substantial improvements, then other dealers would be
able to see the real benefits of lean management and so be easily convinced of
its merits.
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Chapter 5

CONCLUSIONS
5.1 Introduction
This chapter will be divided into five sections. In the first section the main findings
of the research into lean management within the Irish Audi and Volkswagen
dealer network in Ireland are reviewed and summarised. The second section
outlines some possible limitations which are perceived to apply to the current
research. The third section will summarise the implications for practice including
recommendations for motor dealerships who adopt lean management. In the
fourth section some recommendations for further research are outlined, and
finally, section five presents the conclusion to the study.

The current study is an assessment of the effects of lean management on Irish
motor retailers within the Audi and Volkswagen dealer network. Underpinning this
study is an analysis of the perceptions of senior managers within ten Audi and
Volkswagen dealerships throughout Ireland along with the perception of a
manager within the distributor who has been directly involved in monitoring the
rollout of lean management within the seven dealers interviewed who have
implemented lean management to varying degrees. The three remaining
interviewees are representative of dealers to whom the concept of lean
management was briefly introduced, however, they have not yet undertaken to
implement

lean

management techniques within

their dealerships.

The

conclusions which follow are based on data generated from field research
conducted by the author in conjunction to research literature pertaining to lean
management.
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5.2 Review of Main Findings
Previous literature relating to lean management within the motor industry focused
primarily on manufacturing processes and in particular the Toyota Production
System. The relevance of this to Ireland is limited as there have been no
automobile manufacturing plants operational in Ireland for some years. Conner
(2001) contends that for too long literature written about lean management,
world-class manufacturing and Just-in Time has been directed to large
manufacturers. Furthermore, he suggests there is an abundance of studies into
large manufacturing companies using lean such as Ford Motor Company and
Toyota Motor Corporation.

Womack and Jones (2005) contend that a simple indication of the success of
lean production is that most manufactured products cost less to purchase and
operate much better nowadays than before lean manufacturing concept were
widely used. They cite studies by JD power and The US Bureau of Labor
Statistics, which suggest that between 1998 and 2005 there has been a 33
percent reduction in the average number of defects in new vehicles of all brands
and, when adjusted for inflation, new car prices have fallen since the mid-1990s.

Despite the improved variety and quality of products, Womack and Jones (2005)
contend that customer satisfaction appears to be deteriorating. Furthermore, they
suggest that “lean consumption” should be more satisfying due to cheaper and
better products, however, this is not the reality. In effect consumption very often
involves difficult work for the consumer for which there is no remuneration. The
essence of lean management in the motor retailer is to improve the consumption
process for the customer through increasing the efficiency of processes within
the dealership.
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5.2.1 Uptake of Lean Management in Audi and Volkswagen Dealerships
throughout Ireland

The findings from this study suggest that while all dealers were initially
introduced to the concept of lean management in 2004 through a presentation at
the annual dealer conference, limited interest was expressed in becoming
involved in the project. Dealerships who did get involved had varying reasons for
doing so depending on their individual circumstances. As expressed by
interviewees a common reason for not getting involved, was time constraints.
This contradicts the view of one dealer who has implemented lean: “I’ve heard
some staff commenting that they are too busy for implementing lean, but I tell
them that they are only busy because they are not using lean” (Chapter 4,
p.108).

Throughout the current research the general opinion of all interviewees was that
the concept of lean management is worthwhile. Within those dealerships who
have not implemented lean, all interviewees commented that it was something
that they would possibly undertake in the future: “We would not have the time
available to dedicate to implementing lean management up until now but perhaps
in the future we will consider it” (Chapter 4, p.169).

The findings from the current study suggest that there is a generally positive
attitude

towards

lean

management,

however,

there

is

also

some

misunderstanding as to what is actually involved. A factor that all interviewees
agree on is that lean management requires much time and effort.

5.2.2

Personnel

and

Attitudes

Towards

Lean

Management

Within

Dealerships

The findings from this study highlight the importance of strong leadership from
senior management within the motor dealership to ensure that lean procedures
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are implemented. It is important that lean is not bluntly forced on workers by
management but rather it needs to be explained to staff exactly what is involved.
The danger of individuals misinterpreting the essence of lean management is
highlighted by one of the interviewees who states “I don’t know exactly what is
involved, but I assume it may be looking at reducing staff’ (Chapter 4, p.114).

Where lean is misunderstood it is met with resistance from staff. The current
findings suggest that the most effective way of ensuring staff understand fully
what lean management involves, is to have them participate on training courses
pertaining to lean. “I found that those who were not involved in the training and
the proper programme have an element of resistance as they don’t really
understand what lean is about” (Chapter 4, p.116).

Additionally, the culture within an organisation needs to adapt to lean thinking
and this can only be made possible through adequate information and training.
Hirsch (2002) suggests that, in general, staff are pleased to be able to make their
work surroundings more efficient (in Chappell, 2002). The comment of one
interviewee summarises the view expressed by participants from dealerships that
are implementing lean management procedures: “There is no point in pushing
lean, unless people can see its purpose and the benefit involved there is no point
in trying to force it” (Chapter 4, p.110).

The need for skilled personnel working in key areas and having positive attitudes
is essential to the success of lean management. The current findings indicate
that many of the dealers involved with lean had to re-structure their staff within
certain departments before they could successfully implement some of the lean
methodologies: “We have just recently moved our warranty clerk to work at
service reception to book in the cars as he would be more technically minded”
(Chapter 4, p.123).
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The current research also identified that where certain key individuals within an
organisation are not committed to the implementation of lean procedures, the
likelihood of success is remote: “A big problem we encountered was both the
service manager and workshop manager have not embraced lean and therefore
let it slip” (Chapter 4, p.166).

The findings from this study suggest that workplace culture and staffing are
central influencing factors to the successful implementation of lean management.
Furthermore, where the introduction of lean management was synchronised with
the dealership moving into new premises the transition was found to be more
seamless.

5.2.3 Methodologies and Tools for Implementing Lean

A variety of methodologies and tools were outlined by the participants to this
study as having had a significant effect with the implementation of lean
management within the dealerships. Depending on the period of time the dealers
had been involved, along with the priority level afforded by individual dealerships
to lean management, the methodologies used were more advanced in some
dealerships than others.

Common

trends

emerged

among

interviewees,

however, as to which tools were proving more successful.

Pre-diagnosis and improved booking-in procedures were outlined by the findings
in this study as having a significant benefit within some dealerships while others
found pre-diagnosis difficult to implement. Where pre-diagnosis has been
implemented fully it is found to improve work scheduling and increases the rate
of “right first time” repairs within the after-sales department: “There is much better
efficiency and higher numbers of throughputs in the workshop. The standard
service is able to be carried out in less than three quarters of an hour whereas
before it used to take one and a half hours. Also there is less postponing of work
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in that customers give the go ahead there and then so the car doesn’t have to
return” (Chapter 4, p.124).

Spaghetti maps were highlighted by many interviewees of the current study as
having a big influence towards the analysis and improvement of how specific
tasks

were

being

performed

within

the

dealerships.

Furthermore,

the

identification of wasteful movement of workers carrying out specific tasks were
highlighted as central to convincing staff of the benefits of lean: “I think the
spaghetti chart was probably the most effective tool to get everyone thinking
about reducing waste. The idea of reducing waste by eliminating unnecessary
journeys and doing a job in the least possible manoeuvres really brought the idea
home” (Chapter 4, p.125).

Participants in this study also suggest that Job Card Data Analysis uncovered
much inefficiency within the dealerships along with identifying substantial areas
within the after-sales department where the potential for increasing the sale of
labour and parts were being lost. “I think that if the dealers actually did nothing
else in relation to lean but carry out data analysis and then use the findings to
make improvements it would be very worthwhile” (Chapter 4, p.131).

Data analysis in conjunction with pre-diagnosis highlighted the opportunities for
“up-selling”. A knock on effect of up-selling is the reduced quantity of non-value
adding activities, such as administration of job cards and invoicing: “The idea is
to minimise the non-value adding activities like creating job cards, driving the car
in and out and so on” (Chapter 4, p.148).

The pre-picking of parts is a methodology attributed by all participants in the
current study who have implemented lean management, as substantially
increasing efficiency within both service and parts departments. While many
dealers had practiced an element of parts pre-picking before their involvement in
the

lean

programme,

the

use

of pre-picking
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in

conjunction

with

lean

methodologies such as pre-diagnosis and improved booking-in procedures have
greatly improved efficiency: “Pre-picking parts was always done to some extent,
but lean re-emphasised its importance” (Chapter 4, p.132).

The findings from this study indicate that dealerships who have adopted lean
methodologies to a greater extent relative to others have used process activity
mapping to provide a detailed analysis of individual processes. This detailed
analysis highlights where improvements can be made within the process so as to
increase efficiency: “Process activity mapping would probably be the tool which I
found most beneficial in that it results in a well thought out and proper process,
rather than just a snap decision” (Chapter 4, p. 135).

A methodology used in tandem with process activity mapping is the location and
identification of special tools within the workshop. All participants agree that
ensuring special tools are more accessible and clearly identified to workshop
staff helps reduce the amount of time wasted by technicians searching for tools
to carry out a specific job: “repair bays will be defined, and for example, the tools
needed for replacing a timing belt on a particular engine type will be colour coded
so the technician knows which tools at the particular work bay are required for
the specific job” (Chapter 4, p.139).

A difficulty highlighted by participants of this study is, that technicians who do not
fully “buy into” the concept of lean management, and consequently do not apply
the same approach to the layout of their own personal toolbox, therefore,
negating some of the efficiencies achieved through efforts of identification and
location of special tools: “It will take a change of mindset to get the mechanics to
organise their own tools in a lean thinking way “(Chapter 4, p.139).

Findings drawn from the interviews indicate that the customer fulfilment report is
an excellent tool providing information to management as to where “bottlenecks”
occur which prevents the successful completion of jobs on time and every time. A
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difficulty associated with customer fulfilment reporting is the considerable time
involved: “Part of our lean journey involved gathering customer fulfilment data
and this made some quick fixes possible as trends became visible that were
affecting the right first time rates. The data provides hard facts on the frequency,
causes and impacts of problems” (Chapter 4, p.141).

Findings of the current study also suggest that the use of work pools which are
referred to as “buffers” can be used to control workflow and eliminate
inefficiencies. Buffers can be used to provide a central location where staff can
go to receive their next job. This makes the process more seamless through
eliminating the need for the worker to wait and receive instruction from
management as to what job he / she is expected to do next. In the system used
by the dealerships involved in this study, cars awaiting commencement of work
are located in a defined parking area and the appropriate job card is available so
the technician knows the work required without having to ask the workshop
manager: “The buffer is important so the mechanics do not have to walk around
the car park looking for the car. When they get the jobcard they know the area
where the car will be waiting” (Chapter 4, p.143).

The current study reveals the important tools and methodologies, as outlined by
the interviewees, for implementation of lean management within the motor
dealership. The findings indicate that many of the methodologies are interlinked
and their success depends on the dedication of management and staff to their
implementation.

5.2.4

Analysing

the

Influence

of

Lean

Management

within

Motor

Dealerships

The findings of this study reveal that the degree of success of lean management
within the participative dealerships depends on the time and effort applied to the
implementation of lean processes. There are some dealerships, involved from
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the outset, and have achieved less success than more recent entrants to the lean
philosophies, solely because their commitment to the project has not been as
strong. Furthermore, because individual dealers had their own specific reasons
for getting involved, the parameter by which success is judged varies from dealer
to dealer.

For instance some dealers view success through

increased

performance: “Average time to do a standard inspection service was 1.15 hours,
but with pre-diagnosis and process activity mapping the time required has been
reduced to 0.75 hour” (Chapter 4, p.148). Other criteria used by some
participants to determine success was the level of customer satisfaction, while
others viewed success through reduced stress levels for the same performance
levels.

The current study highlights an important finding, that there has been no definite
performance monitoring technique adopted by all dealers involved in order to
determine the effectiveness of lean management with increasing performance
levels: “The consultants were not concerned with measuring performance at all.
They are more concerned with the processes, and the attitude is more or less
that if all the processes are right, then everything else will follow” (Chapter 4,
p.147).

While most of the dealers who have been involved with lean management for
some time estimate its contribution to increased performance levels, only one
dealer actually had “hard data” specifying its results. Another common factor
which “blurred” the data was that some of the dealers had moved into new,
purpose built premises, which in itself would be expected to increase output
levels: “I would say that at least fifty percent, if not more, of the improvement in
performance over the past few years is to do with just moving into the new
premises rather than introducing lean” (Chapter 4, p.146).

From quality and customer satisfaction perspectives, the current study indicates
that, similar to performance levels, most interviewees suggest that standards

185

have improved since the introduction of lean management within their dealership.
There are, however, no concrete monitoring tools used to assess how much of
the improvements can be attributed to lean management, and how much should
be attributed to other factors such as improved product quality, better staff and
improved working conditions: “I think that moving to the new premises stimulated
a greater quality culture rather than lean” (Chapter 4, p.153). Furthermore, in
most cases, individual dealers use their own ways of estimating the effect lean
management has had on customer satisfaction levels. The research findings
suggest that there are different perceptions as to what is important to individual
dealers with regard to customer satisfaction. An important finding from the
current research is that, regardless of the view of the dealerships, research by
the distributor suggests there have been no significant improvements in customer
satisfaction attributable to lean management: “From our research there appears
to be no direct link to show that customer satisfaction improved with lean
thinking” (Chapter 4, p.158). The current findings indicate that some of the
interviewees attribute increased customer satisfaction and quality standards to
the implementation of lean management without having firm evidence, because it
is what they would like to be the case.

5.2.5 Limitations of the Lean Management Project within Dealerships

The current study findings suggest that while all participants claim to have gained
some benefit from the introduction of lean management, a number of important
issues have limited its success within many of the dealerships. First, the findings
suggest that there is a need for dealerships to employ a dedicated “lean
manager". The findings highlight that, while the motive of the consultants in
ensuring the dealer principal was directly involved in the lean training programme
and the implementation of lean in the dealership, this may have ultimately
contributed to delays in implementation of lean in many cases. This happened
primarily because as the priorities of the dealer principal changed, which they
inevitably do during the everyday running of a busy motor dealership, the focus
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on lean management is lost: “What I find is that if I don’t drive it myself, then it
just won’t happen’’ (Chapter 4, p.108).

Another important factor effecting the implementation of lean management is the
attitudes of staff within the organisation. Findings in this study indicate that the
method in which lean management is portrayed to staff members is critical to
their attitudes and willingness to adapt to lean methodologies. Where adequate
training and

explanation are not provided

an element of resistance is

experienced. Furthermore, where dealerships introduced lean management in
conjunction with moving to new premises, less resistance was experienced. The
attitudes of staff towards lean management is summarised by one participant:
“There are some staff who will adapt to anything but there are others who feel
that lean is an indictment on their work practices and they resist the change’’
(Chapter 4, p.113). A common suggestion of the three interviewees who have not
implemented lean management was that staffing would be a difficulty for them,
and is one of the reasons why they have not become involved in the lean project:
“I think staffing would be a big problem. We would not have enough staff to
commit to the level of training involved’’ (Chapter 4, p. 169).

The current study also identified issues with regard to the mentality of dealers to
“cherry-pick” and only implement elements of lean techniques which suited is a
widely acknowledged problem. The attitude of cherry picking the more attractive
elements while disregarding the more difficult elements results in failure because
the processes will not work in isolation (Cave, 2003). Most of the participants
admitted to cherry picking elements which suited their particular circumstance:
“I suppose you could say that we have a sort of an “a la carte” attitude in the
things we do” (Chapter 4, p.162). Findings drawn from the literature review and
participants of the current study indicate the difficulty with cherry-picking is that
many elements of lean must work “hand in hand” to gain their full potential.
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The findings of this study also concur with much literature which indicates that
implementing lean management is a long-term process involving many difficulties
and requiring much commitment. “Going lean is a tedious process full of costs
and management challenges” (Chappell, 2002, p.2).

The current research

findings suggest that the time scale adopted by the consultants for rolling out
lean management to the groups of dealerships was too ambitious: “One very
important saying of the lean crew themselves is how you “develop lean by taking
it in bite size chunks”. In my opinion, and to use the same analogy, it follows that
you do not have to “eat it” in 12 months. It could take five years to do it
successfully” (Chapter 4, p.171). The current study highlights the rate at which
lean

techniques are implemented varies between

individual

dealerships,

therefore, suggesting that implementing lean using groups of dealers at a time is
not the most effective approach.

Finally, the current study highlights that, with the best of intentions for
implementing lean techniques, dealerships are constrained by circumstances
outside their control. Furthermore, because the national distributor for Audi and
Volkswagen vehicles and parts has not implemented lean management within its
own organisation, some participants believe it to be a constraint to the
implementation of lean within the dealerships: “The parts staff commented that
by having to do a stock order every fortnight we are not doing things the lean
way” (Chapter 4, p.172).
The current study highlights some important limitations of the lean management
project as undertaken by the dealerships. If these issues were addressed
dealerships would possibly gain increased benefit from the implementation of
lean management.
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5.3 Limitations of the Current Research
The author acknowledges that a number of limitations of the current study may
be observed. First, the research is limited to the Irish Audi and Volkswagen
dealer network. It could be suggested that this may not reflect all dealerships
within Ireland, however, the reason for concentrating on this dealer network is
because there has been an organised effort by the distributor of Audi and
Volkswagen vehicles in Ireland to encourage the implementation of lean
management within its dealer network.

Second, the length of time for some of the dealerships since first embarking on
lean management is quite short relative to other dealerships. This had an effect
on the findings pertaining to the implications of lean management within
individual dealerships.

Third, the improvements in performance, quality and customer satisfaction in six
out of the seven

dealerships

interviewed who

have

implemented

lean

management are based on estimates from the participants. Only one dealership
represented in this study had a thorough analysis of the influence lean
management was having on performance levels. It could be suggested that the
participants may have had a certain bias in their estimates.

Finally, the interviewees for the current research were all senior managers within
the respective dealerships. The suggestion could be made that to analyse the
true perception of lean management within an organisation, the view of staff at all
levels should be part of the research.

5.4 Implications for Practice
This section outlines a number of recommendations which if implemented could,
first,

improve the results obtained from

189

lean management within motor

dealerships who have already embarked on implementing lean management,
and second, improve the take up of lean management within motor dealerships
in general.

The current study reveals that central to effective implementation of lean
management is the need for committed management. The interviewees in this
study suggested that when the priority of management within the dealership
ceased to be primarily focused on lean objectives, momentum was lost from the
project at lower levels within the dealership. It is suggested, therefore, that a
“lean manager” is appointed within the dealership with responsibility for ensuring
that continued progress is made towards the implementation of lean procedures.
Furthermore, this would include conducting training for staff members at all levels
within the organisation and ensuring that a thorough understanding of the
objectives of lean management is had by all staff members. Another essential
function of the lean manager would be to encourage feedback from workers and
possibly hold focus groups and brainstorming sessions to uncover new ideas
relating to the implementation of lean processes. This would have the added
benefit of creating an environment of participation and inclusion for staff at all
levels within the organisation. Additionally, it may eliminate the problems outlined
by the interviewees, of not being selected for training causing a reluctance of
some staff to become involved with lean thinking.

All interviewees who have implemented lean management techniques expressed
a positive attitude towards lean, and indicate that they believe it has had a
positive impact on their dealership, although to varying degrees. The current
study, however, suggests that the measurement tools used to monitor the effects
of lean management with regard to performance, quality standards and customer
satisfaction are inadequate. The findings indicate that very little emphasis was
placed on measuring the performance before and after lean implementation.
Only two participants were in a position to outline the effect lean management
had on the performance of the after-sales department within the dealerships.
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other interviewees gave estimates of increased performance levels, however,
without referring to specific data. Similarly, limitations apply to the methods used
to monitor the effectiveness of lean procedures with regard to quality and
customer satisfaction. For lean management to be seen as a success by
dealerships, it is essential that the measuring techniques utilised should be
improved. This would provide specific and accurate data so the dealer would be
in a better position to know how effective the project is and compare results with
other dealerships who have implemented lean. Furthermore, more accurate data
would provide a better indication of the real benefits lean procedures provide to
dealerships considering its implementation.

Real data pertaining to Irish

dealerships would assist with the uptake of lean management, whereas quoting
figures to highlight the effect of lean management on dealerships outside of
Ireland seems to have had limited success, as excuses can always be developed
by those with a negative attitude as to why lean “will not work here”.

In agreement with advocates of lean management, the current study suggests
the implementation of lean management within the dealerships requires a long
term approach. Findings from this study indicate that the timeframe laid down for
reaching certain “milestones” within dealerships was too restrictive. In some
cases this created an “air of frustration and negativity” on the part of the
dealerships and the consultants. This creates a substantial risk of staff within the
dealership becoming demoralised and hindering progress. This may have been
exasperated due to dealerships with vastly different circumstances participating
in groups to a set timeframe. As recognised by most participants the rate at
which lean techniques can be “rolled out” varies greatly, depending on the size
and workload of the dealership. A more effective way to ensure continued
commitment to the project may have been to work with a more flexible timeframe
that was realistic to individual dealerships and amend targets according to the
rate of progress of lean procedures within individual dealerships. This would
involve working in “groups of one” and would naturally incur greater costs per
dealership, however in the long-run this may be outweighed by the increased
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benefit gained. The reason for dealerships currently working in groups was to
spread the consultancy and training costs involved.

The current study indicates that the mentality of “cherry-picking” as cautioned
against by exponents of lean management is practiced by most of the
dealerships involved in the study who have implemented lean management. The
current findings are in agreement with literature pertaining to lean management
which suggest that there is a high degree of interdependence between the
methodologies adopted. Consequently, where dealerships have adopted a
mentality of cherry-picking, the impact of certain methodologies has been
impaired. An example where this applies within the after-sales department is the
u.se of effective booking-in and pre-diagnosis processes, which have a significant
impact on the pre-picking of parts. Many of the interviewees openly admitted to
adopting an “al la carte” approach to the methodologies being adopted within
their dealership. To obtain increased benefit from the implementation of lean
management it is essential that dealerships refrain from adopting the easy or
more attractive elements while steering away from the elements which appear
more difficult.

Finally, an important consideration arising from the current study is the lack of
communication between dealerships who have embarked on lean management
and those who have not. Two of the interviewees representing dealerships not
implementing lean management admitted to knowing very little of what lean
management actually involved. The third interviewee indicated that he was
familiar with the concept through insight gained by reading literature pertaining to
lean management. The findings of this study suggest that an effective means of
encouraging the uptake of lean management should include direct consultation
between dealers who have already become involved in the lean project and
those considering getting involved.
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5.5 Agenda for further research
This study provides an analysis of the effectiveness of lean management from
the perspective of dealerships within the Irish Audi and Volkswagen dealer
network. As outlined earlier, whilst there has been very limited prior research into
lean management from the perspective of the motor retailer, substantial research
into lean concepts within the automobile industry has been concentrated
primarily towards manufacturing aspects. Furthermore, research of lean concepts
within the Irish motor retailer has been non-existent. A review of the literature and
research findings presented in the current study provides opportunities for further
research.

The current study focused on the effects of lean management for motor
dealerships within Ireland. A further study could investigate the impact of lean
management in other countries throughout Europe. This could provide valuable
information regarding the effect of different cultures and attitudes towards lean
management.

Additionally,

a

Europe-wide

study

may

highlight

different

constraints or benefits attributable to specific countries or regions which enable
or limit the implementation of lean management. For example, staffing, distributor
policies, transport and access considerations, etc.

This study focused on motor dealerships within the Irish Audi and Volkswagen
dealer network. A further consideration for future research would be to analyse
lean management from the perspective of Irish motor dealerships other than
those within the Audi and Volkswagen network. Furthermore, research into lean
management for related industries such as heavy goods vehicles, plant and
machinery

dealerships within

Ireland

would

provide

important

data

for

comparison with motor dealerships.

The findings from this research indicate that the duration which dealers had been
involved with lean management at the time of interviewing varied from in excess
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of three years to just six months. As acknowledged earlier, this had an impact on
observations from the current findings of the impact of lean management in
relation to performance, quality standards and customer satisfaction levels. A
further study carried out in five years time, would make it possible to analyse the
impact of lean management when all dealers involved have had more
considerable time to implement and work with lean procedures.
This study was concerned with analysis of senior management perceptions
towards lean management within motor dealerships. The research findings
outline the impact of lean techniques, along with the perceived attitudes of staff
and organisational culture from a senior management perspective. Further
studies could be conducted in order to analyse the perception of lean
management techniques (i) by middle management, (ii) by operational workers,
within the dealerships and (iii) the lean consultants working with the dealerships.
This could provide valuable information regarding lean management from the
perspective of people directly involved in working the lean procedures.

Finally, the current study analyses the effect of lean management with regard to
quality

standards

and

customer satisfaction

levels from

the

dealership

perspective. As outlined earlier, the monitoring of quality and customer
satisfaction within most dealerships is not ideal. Analysis quoted by the
dealership, therefore, may not reflect the “true picture” if for example, as is widely
recognised, customers do not complain but instead they take their business
elsewhere. A further study analysing the effects of lean management on quality
and satisfaction from a customer perspective could provide important information
regarding the effectiveness or otherwise of lean management.

5.6 Conclusions
This study has addressed the issues pertaining to the application of lean
management within Irish motor dealerships. The study distinctively focuses on
lean

management as implemented

by dealerships within the Audi and
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Volkswagen dealer network. Semi-structured interviews were conducted with
eleven senior managers and one representative of the national distributor for
Audi and Volkswagen vehicles, providing the data analysed in Chapter four of the
study. These qualitative findings provide an insight into lean management
procedures within the motor dealerships involved.

The primary conclusions of the current study confirm that senior managers
consider lean techniques to have had an overall positive effect on dealerships
that have undertaken the lean “project”. The magnitude of these effects,
however, varies greatly between dealerships due to many factors, most
significantly, the attitude, dedication and understanding of staff and management
at all levels of the organisation in relation to lean management.

This study has highlighted that seven dealerships within the Irish Audi and
Volkswagen dealer network are currently involved at various stages with the
implementation of lean management. While all dealerships initially introduced
elements of lean management to their After-sales activities, some dealerships
are embarking to implement lean techniques to sales activities. Furthermore,
time constraints and in some cases a lack of understanding of the concepts
involved, has contributed to unwillingness by some dealerships to commit to the
lean management project.

The study has also identified methodologies and tools used within dealerships,
which are considered by senior management to have been instrumental to the
implementation of lean management. Furthermore, the findings pertaining to an
analysis of the methods used to assess the effectiveness of lean management
within the dealerships are outlined. Additionally, limitations and constraints of
lean management, from a senior management perspective are outlined.

Finally, this study provides an insight into lean management at dealership level
within the Irish motor industry. The findings suggest that senior management
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within Irish motor dealerships who have implemented lean techniques have a
positive

disposition

towards

lean

management.

Furthermore,

a

general

consensus exists, whilst acknowledging that lean management is a long-term
project, significant improvements are possible within an organisation as a
consequence of implementing lean management.
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Appendix A
Interview Guide for Dealerships Who Have Implemented Lean Management

Background

1) Which departments has lean management procedures been implemented
within the dealership?

2) Who initialised the implementation of lean within the company?

3) Why did he/she decide to introduce lean management? Were there any
specific influences/pressures involved?

4) When did the company become involved with lean processes?

Implementation

5) Who is currently responsible for the implementation / monitoring of lean
within the company?

6) What were the initial attitudes of staff to the implementation of lean
systems, with regard to culture, training, willingness to participate, etc?

7) Was there any resistance to the implementation of lean within the
company from (i) management, (ii) staff?

8) Were there any specific elements that created most conflict towards the
implementation of lean?
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9) Which elements were least difficult to implement both in terms of causing
least conflict and adapting of existing procedures?

10) Did the culture of the organisation have to change in order to adopt the
lean principles?

11) Could you outline some of the key methodologies and tools used to
implement lean.

12) What tool was found to have the most impact on implementing lean
procedures in each department?

Improvement performance

13)Has there been a noticeable improvement in performance since the
introduction of lean management?

'14)What measurement / monitoring techniques have been used to determine
the effectiveness, or otherwise of lean with regard to performance within
the dealership?

Quality

15) Have quality standards improved within the organisation since the
implementation of lean?

16) What measurements / monitoring techniques

have

been

used to

determine the effectiveness, or otherwise of lean with regard to quality
within the dealership?
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Customer satisfaction

17)Have customer satisfaction levels increased since the implementation of
lean?

18)What

measurements / monitoring techniques have been

used to

determine the effectiveness, or otherwise of lean with regard to customer
satisfaction within the dealership?

19) What further advances are planned with regard to lean procedures within
the company?

20) Any additional comments in relation to the implementation of lean?
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Appendix B

Interview Guide for Dealerships Who Have Not Implemented Lean
Procedures

1) What is your knowledge regarding the concept of lean management?

2) How did you gain this knowledge?

3) Has consideration been given to the implementation of lean management
procedures within your company?

4) Has any attempt been made to implement lean management?

5) Are there any plans to implement lean management procedures in the
future?

-6) If not, then why?

7) In your opinion are there any perceived benefits in implementing lean
management in terms of
(i)

Improved performance

(ii) Quality
(iii) Customer satisfaction

8) Have you discussed the merits / demerits of lean with other dealerships
who have already implemented the system?

211

Appendix C
Interview Guide for Distributor Representative

1) Do you think that dealers have a positive disposition towards lean?

2) Have dealers experienced difficulties with culture when implementing lean
management?

3) What aspects of lean did dealers find most helpful / least helpful?

4) What tools do you believe had the most impact with the implementation of
lean?

5) Do you believe that lean management has had an impact on performance
within the dealers who have implemented lean?

6) Do you believe that lean management has had an impact on quality
standards within the dealers who have implemented lean?

7) Do you believe that lean management has had an impact on customer
satisfaction levels within the dealers who have implemented lean?

8) Would you rate the project as an overall success within the dealers?

9) Were there any shortcomings of the project which you believe could be
improved?

10) Any other comments with the rollout of lean management in general?
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